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LOI MO DAU

1. Ly do chon d@é tai.

Trudc xu thé toan cau hoa, hoi nhap héa dang dién ra manh mé hién
nay va dac biét sau khi Viét Nam gia nhap td chirc thuong mai thé gioi WTO,
cac doanh nghiép ctia chiing ta dang diung trudc cac thoi co va van hoi chua
ting c6. Pé dung vitng va phat trién bén canh ngudn vén, kinh nghiém k¥
thuét, co s& vat chat, thi doi ngli nhan su cé vai tro rat quan trong ddi voi
doanh nghiép. Doanh nghiép mudn gianh duoc loi thé trong canh tranh thi cac
nha quan 1y phai biét khai thac, sir dung ngudén nhan luc cia minh mot cach
hiéu qua. Quan 1y, st dung tot nguon nhan luc nham ting ning suat lao dong,
nang cao hiéu quéa san xuét, kinh doanh.Viéc st dung nguén nhan lyc hop 1y
va c6 hi€u qua thi can thoa mén cac nhu cau vé lgi ich vé vat chat cling nhu
loi ich tinh than cho nguoi lao dong. Hay noi cach khéc, can quan tdm dén
ché do di ngd nhan sy nhiam tao dong luc cho ngudi lao déng trong doanh
nghiép 1a mot diéu cuc ky can thiét va quan trong.

Cong ty C6 phan Tap doan dia 6c Cat Tuong ( Cat Tuong Group) duoc
thanh 1ap ngay 15/07/2011, voi niém dam mé va khat vong thanh cong cung
huong di r6 rang, CTG nhanh chéng khéng dinh duoc vi tri 1a mdt trong
nhitg cong ty bit dong san hang dau trong linh vuc dat nén nha phd cac tinh
mién Tay Nam B9. Trong hanh trinh 10 ndm phat trién (tir ndm 2011 - 2021),
CTG luén cb ging nd luc véi muc tiéu cao 1a mang lai su hai long cho cac
khach hang théng qua nhitng san pham va dich vu tét nhat. Trong bdi canh
hién nay, do su canh tranh ngay cang gay gat giita cac doanh nghiép bat dong
san, nén viéc str dung c6 hi¢u qua nguén nhan lyc, thu hit va tao dong luc cho
ngudi lao dong dang 12 mbi quan tdm hang dau cta Cat Tudng Group. Trong

nhimg nam vira qua, CTG d4 c6 nhiéu ¢ gang trong tao dong luc lao dong.
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Tuy nhién cong tac tao dong luc cua cong ty hién nay van con ton tai nhiéu
bat cdp va cho dén nay né van 1a mot van dé can duoc thao g va giai quyét
duoc dat ra cho ban lanh dao cong ty. Pac biét trong nhitng thang dau nam
2022 tinh trang nhan sy lam vi¢c khong dat ndng sut, ti 18 nghi viéc kha cao,
tinh than lam viéc clia nhan vién di xudng, thiéu sy gan két gitta cac phong
ban thi van dé tao dong luc lao dong cang cap thiét hon bao gid hét. Xuat phat
tor yéu cau Iy luan va thuc tién trén ma tac gia da lya chon dé tai: “Tao dong
luc lao dong tai Cong ty Co phan tap doan dia ¢ Cat Tuong” lam luan vin tdt
nghi¢p thac sy cua minh.

2.Tinh hinh nghién ciru lién quan dén dé tai.

Téc gia Bli Thi Minh Thu va Lé Nguyén Pan Khoi (2014), Nghién ctru
cac nhan t6 anh hudng dén dong luc lam viéc ctia nhan vién truc tiép san xuat
& Tong Cong ty Lip may Viét Nam. Két qua cho thdy, c6 7 nhan té anh
huong dén dong lyc 1am viéce 1a: Luong va ché d6 phuc loi; Vin hoa doanh
nghiép; Mbi quan hé véi déng nghiép; Piéu kién lam viéc; Phong céach lanh
dao; Su tu chu trong cong viéc; Co hdi dao tao va phat trién.

Tac gia Nguyén Thi Minh Huyén véi bai nghién ctru” Giai phap tao
dong luc cho nguoi lao dong trong cac doanh nghi€p Viét Nam” dang trén tap
chi cong thuong ngay 16.08.2022. Qua bai nghién ctru tac gia da dé cap dén
tam quan trong cua vi¢c tao dong luc cho nguoi lao dong, mét trong sb do 1a
ting nang sut lao dong thic ddy nguoi lao dong 1am viéc hiéu qua hon.Tac
gid da néu dugc nhiing khé khan vé viéc tao dong lyc cua nguoi lao dong
trong cac doanh nghiép, tir 46 dua ra mot sb giai phap tao dong luc cho nguoi
lao dong trong cac doanh nghiép.

Luén 4n tién si” Nghién ctru cac nhan t tao dong luc lao dong tai cac
cong ty da va xuyén qudc gia” cta tac gia Pham Thi Huong (Trudng Dai hoc

kinh t& qudc dan-2021) . Nghién ctru di cing cd quan diém cho rang & cac
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nuédc dang phat trién, nén tang vé tao dong luc lao dong cta nhan vién co thé
khac véi cac nude phat trién (Ozsoy, 2019). Vi vay, cac 1y thuyét tao dong luc
lao dong duoc dé xut & cac nuée phat trién can duoc thir nghiém & cac nuodc
dang va kém phat trién, thir nghiém trén cac nén vian hoa khac nhau, cac
nhom nghé nghiép, tinh cach khac nhau (Gokce va cong su, 2010; Kjeldsen,
2012; Ozsoy, 2019).Téac gia da c6 cac dé xuat dé cai thién cong tac tao dong
luc nhu: Xay dung va cai thién chinh sach dai ng0 tai chinh: cong khai, minh
bach, cong bang trong quy trinh, chinh sach tra luong, thuéng dé nhan vién
nam rd. Ngoai ra, MNCs va TNCs phai xdy dung ché d6 luong riéng cho
nhan su quéc té va quan tam tdi1 viée xay dung ché d6 hd tro tai chinh cho cac
thanh vién trong gia dinh di cung cia nhan sy nudc ngoai. Xay dung va hoan
thién chinh sach dao tao — thang tién, xdy dyng méi truong lam viéc ning
dong, canh tranh cong br?lng, tao nhiéu co hdi dé nhan vién duoc thé hién ban
than va théa man nhu cau thang tién. Vach ra cho nhan vién théy ro duoc 10
trinh céng danh, giup nhan vién hiéu dugc con duong dan téi vi tri cong viée
cao nhat ma ho c6 thé dat dugc trong t6 chue. Xay dung h¢ théng van hoa
doanh nghiép nhit quan, quan tdm tdi trai nghiém nhéan vién (EX), khuyén
khich nguoi lao dong tham gia vao cac hoat dong tinh nguyén, hoat dong xa
hoi. Xay dung mot bd quy tic ung xtr, thé hién tinh dong nhét trong quan hé,
cu xu gitta cac nhan vién. Tuy vay, can dam bao ton trong cac dac diém thudc
vé van hoa dan toc, viing mién, ngdn ngit riéng cia cac nhan vién.

Tuy c6 kha nhiéu céc cong trinh nghién ctru vé tao dong lyc lao dong
nhu dd dé cép ¢ trén nhung chua c6 dé tai ndo nghién ctru tao dong lyuc lao
dong tai mot don vi cu thé 1a Cong ty c¢o phan tap doan dia 6c Cat Tuong. Vi
vay tac gia thuc hién nghién ciru dé tai nay nham phét huy va ké thira nhiing
nghién ctru di trude vé co sé 1y luan, nghién ctu thyc tién tao dong luc lao

dong dbi véi nhitng ngudi lao dong tai Cong ty CO phan tap doan dia ¢ Cat
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Tudng trong giai doan phat trién hién nay. Tir d6 dua ra cac giai phap hoan
thién tao dong luc lao dong cho cong ty.
3. Muc dich va nhiém vu nghién ctru.

- Muc dich

Muc dich nghién ctru cua dé tai 1a trén co s& 1y luan vé tao dong luc lao
dong trong doanh nghiép, phan tich danh gia thuc trang tao dong luc lao dong
tai Cong ty C6 phan Tap doan dia 6c Cat Tuong nham rat ra nhitng wu diém,
nhuge diém, nguyén nhan lam han ché dong lyc lam viéc cua ho. Tu do, dé
xuat mot sO giai phap co tinh kha thi nham tao dong lyc lao dong cua cong ty,
thuc day ngudi lao dong gan bo hon véi cong ty va nang cao hiéu qua kinh
doanh cua cong ty trong thoi gian toi.

- Nhiém vu nghién curu

Pé thuc hién muc dich trén, luin vin c6 cac nhiém vu:

Mot 1a, hé théng héa nhitng 1y luan co ban vé tao dong luc lao dong
trong doanh nghiép, trong d6 nhan dién dugc cic yéu td anh huong dén qua
trinh tao dong luc lao dong dé lua chon hudong nghién ctru tao dong luc lao
dong tai Cong ty co phan tap doan Dija dc Cat Tudng.

Hai 1a, phan tich, danh gia thuc trang tao dong luc lao dong tai Cong ty
Co phan Téap doan dia 6c Cat Tuong giai doan 2018-2021 tir d6 rut ra cac uu
diém, nhuoc diém, nguyén nhan han ché viéc tao dong luc lao dong tai Cong
ty Co phan Tap doan dia bc Cat Tudng .

Ba 13, luan vin dé xuat mot s6 giai phap ting cuong cong tac tao dong
luc lao dong tai Cong ty C6 phan Tap doan dia 6c Cat Tudng phi hop dén
nam 2025.

4. P6i twong va pham vi nghién ciru.

- Poi twong nghién ciru:
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DPoi tuong nghién clru cua dé tai 1a “Tao dong luc lao dong tai Cong
ty” tic nghién ctru cac ndi dung cua cong tac tao dong luc lao dong qua cac
cong cu vat chat: Tién luong, tién thuong, phuc loi; Céng cu phi vat chat:
danh gia thuc hién cong viéc, chinh sach dao tao va phét trién nhan luc, 16

trinh thing tién c& nhan thang tién; hoat ddng xac nhan nhu cau cta nhan vién

- Pham vi khdng gian: Dé tai thyc hién nghién ctru tai Cong ty C6 phan
Tap Poan Pia Oc Cat Tudng.

- Pham vi thoi gian Pé tai dugc thuc hién nam 2022 va st dung
ngudn tai liéu dugc tong hop tir nam 2018 dén nam 2021 va cac giai phap
dugc dinh hudng dén 2025.

5. Phwong phap nghién ciru.

Luan van st dung két hop cac phuong phap nghién ctru d6 1a: Piéu tra
khao sat bang phiéu khao sat dé thu thap sé liéu so cap, thong ké tong hop sb
lidu thir cap; phan tich so sanh cac so lidu dé ching minh cho van dé nghién
cuu.

- Phuwong phadp diéu tra khdo sdt

+ Pdi tuong khao sat diéu tra 13 quan 1y va nhan vién da va dang lam
viéc tai cac phong ban chuyén moén nghiép vu ctia Cong ty C6 Phan Tap doan
dia 6c Cat Tuong (khong bao gom khdi kinh doanh) gdm cac phong:
Marketing, Hanh chinh, Nhan su, Cong nghé thong tin, Tai chinh, Ké toan,
Phép ché va kiém soat tuan tht doanh nghiép, Dich vu khach hang, hanh
chinh kinh doanh, Quan 1y ng, Tai chinh, Ké toan, Phap 1y du 4n, Quan 1y du
an, Quan Iy thiét ké.

Mau nghién ctru 1a 130 quan 1y va nhan vién d3 va dang lam viéc tai
Cong ty C6 Phan Tap doan dia 6c Cat Tuong va ldy theo phuong phap ngau

nhién hé thong.
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+ Noi dung bang hoéi: Nhu cau tao dong luc cho ngudi lao dong trong
cong ty, cac danh gia theo tiéu chi lién quan dén cac cong cu tao dong luc.
Két cdu ctia bang hoi duoc trinh bay & Phu lyc 1.

+ Pia diém khao sat: tai Cong ty c6 phan tdp doan dja ¢ Cat Tudng

Tong s6 phiéu phét ra: 130 phiéu trong d6: 21 phiéu quan Iy- 109 phiéu
nhan vién

Téng s6 phiéu thu vé hop 1¢&: 118 phiéu trong d6 17 phiéu quan 1y -101
phiéu nhan vién

Tong s phiéu khong hop 18 : 12 phiéu trong d6 04 phiéu quan ly- 08
phiéu nhan vién.

- Phuong phép thu thap thong tin:

+ Thong tin thir cAp: Cac tai lidu, bao cdo ciia phong nhan sy va cac
phong ban khac dé phan tich thuc trang ngudn nhan luc va chinh sach quan tri
nhan lyc cua cong ty.

+ Thong tin so cap: Str dung s6 liéu khao sat dugc thu thip qua phuong
phap khao sat diéu tra bang hoi.

- Phuwong phap so sanh :

So sanh két qua tao dong luc lao dong tai Cong ty C6 Phan Tap doan
dia 6c Cat Tudng timg nim trong giai doan 2018 -2021 dé danh gia thuc trang
va dé ra nhiing giai phap phu hop véi thuc tién vé hoan thién cong tic tao
dong luc lao dong tai Cong ty C6 Phan Tap doan dia 6c Cat Tudng 1am co s&
dé xay dung Chuong 3 cua dé tai.

6. Nhirng dong gop cua luin van.

Nhiing dong gop cua luan van nghién ctru:

- Gia tri khoa hoc:

Luan van da thyc hién nghién ctru cac hoat dong tao dong luc cho

nguoi lao dong dua trén co s& 1y luan khoa hoc tap trung chinh vao céc hoc
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thuyét: Hoc thuyét nhu cau ciia Maslow, hoc thuyét ting cudng tich cuc cua
Skinner, hoc thuyét ky vong cua Victor H.Vroom va hoc thuyét vé su cong
bang cta J.Stacy Adam. Lam rd thém vé ndi dung tao dong luc trong doanh
nghiép. Trong d6 chu trong 1am rd mbi quan hé giira loi ich va nhu ciu, su
véan dung cta cac hoc thuyét ddi v6i van dé dang nghién ciru.

- Gia tri thuc tién:

Luan van da c6 nhitng phén tich, danh gia thuc trang tao dong luc lao
dong, chi ra nhitng mat vu diém va han ché trong cong tac tao dong luc lao
dong hién nay tai cong ty, danh gia duoc nguyén nhan cta nhiing han ché
trong cong tac tao dong lyc tai cong ty. Tir d6 dé xuat mot s6 giai phap nham
nang cao hiéu qua tao dong luc lao dong cho can bd nhan vién tai cong ty ¢
phan tap doan dia 6c Cat Tudng.

7. Két cau ciia luin vin.

Ngoai phﬁn mé dau, két luan va tai liéu tham khéo, luan van duogc két
cdu theo 03 chuong.

Chuong 1: Co s¢ 1y luan vé tao dong luc lao dong tai doanh nghiép.

Chuong 2: Phan tich thuc trang tao dong luc lao dong tai cong ty cd
phan tap doan dia 6c Cat Tudng.

Chuong 3: Mét sb giai phap ting cudng tao dong luc lao dong tai cong

ty Co phan tap doan dia 6c Cat Tuong.
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CHUONG 1: CO SO LY LUAN VA THUC TIEN VE TAO
PONG LUC LAO PONG TRONG DOANH NGHIEP

1.1. Mgt s6 khai niém co ban
1.1.1. Nhu cdu

“Nhu cdu 1a cam giac thiéu hut mét thir gi @6 ma con nguoi c6 thé cam
thdy dwoc.Nhu cau 12 yéu té thiic day con nguoi hoat dong, nhu cdu cang cap
béch thi kha nang chi phdi con nguwoi cang cao.”[6, tr.13].

Nhu cau ciia mot ca nhan da dang va vo tan. Vé mat quan 1y, nguoi quan
ly chi kiém soat nhitng nhu cau c6 lién quan dén hiéu qua 1am viéc cua ca nhan.
Viéc thoa man nhu cau nao d6 cua ca nhan dong thoi tao ra mot nhu cau khéc
theo dinh huéng cua nha quan 1y, do d6 ngudi quan ly ludn c6 thé diéu khién
duoc cac ca nhan.

1.1.2 bgng luc

“pong luc 1a s théi thiic con ngwoi can hanh déng ’[6,tr.10]. Pong luc
dugc xem nhu 1a mot lyc hodc su thuc ddy bén trong con ngudi dé hanh dong
dat duwoc muc tiéu. Bong luc cd thé dén tir nhiéu nguon khac nhau, bao gom
mong mudn ca nhan, nhu ciu, muc tiéu, gia tri, trach nhiém, su nghiép, hoac
nhitng ngudi xung quanh. Co dong lyc gitip con ngudi tap trung, kién tri va
hoan thanh nhiém vu, giup dat dugc két qua tt hon.

1.1.3. Bgng lwe lao dong

“ Pong lwc lao dong 1a sw né lyc mét cach tyw nguyén cia nguoi lao
déng dé tang cwong cac hoat déng lao dong huéng téi viée dat drot muc tiéu
cia minh théng qua viéc dat dwroc Cac muc tiéu cua té chie” [6, tr.11]. Cach
hiéu nay nai Ién rang, dong luc lao dong c6 duoc khdng xuat phét tir bat ky
mot su cudng ché ndo, nd khdng phat sinh tir cic ménh Iénh hanh chinh, n6

khong biéu hién qua 10i noéi ma qua cac hanh dong cu thé, nd xuat phat tur



trong noi tdm cua nguoi lao dong mot cach tu nguyén. Bong luc lao dong la
két qua ctia cac yéu t ca bén trong 13n bén ngoai cta ngudi lao dong. Khi
ngudi lao dong co6 dong luc lao dong thi ho s& nd hyc 1am viéc mot cach hoan
toan tu nguyén ma khdng hé cam thiy dang chiu ap luc tir cdng viéc, tir do
gitip ngudi lao dong cé nang suét cao hon. Trong doanh nghiép mdi nguoi lao
dong & nhitng vi tri khac nhau thi s& c6 nhu cau, loi ich va dong luc khac
nhau. Do d6 nha quan tri can c6 cach tac dong phi hop véi timg d6i twong lao
dong dé tao dong luc cho ho.

1.1.4. Tao dong lwc lao dong

“ Tao dong luc lao dong 1a hé thong céc bién phap, chinh sach, thi thugt, hoat
déng, cach ing xit cua té chire tdc dong dén nguwoi lao déng nham lam cho
ngueoi lao dong né lyc 1am viée hiéu qua nhdt trong cong viéc”[6, tr.17].

Nhu vy tao dong luc hiéu mot cach cu thé, chinh 12 viéc tao ra su hap
dan trong cong viéc, cia két qua thuc hién cong viéc, cua tién luong, tién
thuong, cua diéu kién 1am viéc, cua cac mbi quan hé trong cong viéc... va khi
d6 ngudi lao dong s& hang hai, hung phan va 1am viéc mot cach tu nguyén, tich
cuc Va sang tao, thiic day su tap trung va nd luc caa nhan vién trong cong viéc
cua ho. Piéu nay co thé dat dugc bang cach cung cap cho nhan vién cac dong
lyc nhu tién luong va phic loi hdp din, co hoi thing tién va phat trién nghé
nghiép, méi truong lam viéc tich cuc va khich 1€ sy dong gop caa nhén vién,

Tao dong luc lao dong 1a rat quan trong trong viéc dam bao sy thanh
cong ctia mot to chirc. N6 gilp cai thién hiéu suat va nang suat ciia nhan vién,
tang cuong tinh than dong doi va hop tac trong té chirc va gilp cac nhan vién
cam thay hai 1ong va hanh phic véi cong viéc cua minh. Vay nén, viéc tao
dong luc lao dong la viéc lam thuong xuyén, lién tuc va phai dugc duy tri trong

doanh nghiép.



10

1.2. Mt s6 hoc thuyét vé tao dong lwe lao dong

CO rat nhiéu hoc thuyét vé tao dong luc, mdi mot hoc thuyét di sau vao
ting khia canh va khai thac cac mat khéac nhau cua cac yéu tb tac dong. Céc
nha quan Iy phai linh hoat trong van dung nhitng hoc thuyét nao va van dung
nhu thé nao cho phd hop véi hoan canh doanh nghiép minh dé tir d6 co thé
thuc hién duoc mot cach c6 hiéu qua cac chinh sach quan ly nguén nhan lyec.
1.2.1. Hoc thuyét nhu cau ciza Maslow

Thuyét vé thap nhu cau cua Abraham Maslow (1908 - 1970)- nha tam
Iy hoc ngudi M- 1a mot trong nhitng mo hinh duoc s dung rong réi nhat
trong nghién ciu vé dong co ca nhan. Theo Maslow con ngudi c6 nam thi
bac nhu cau duogc chia thanh nhém nhu cau bac thap va nhém nhu cau bac cao
phat trién theo hinh bac thang nhu hinh 1.1:

Cilp can

Nhu ciu dwge tén trong

MNhu cin xi hji

/ \

Hinh 1.1 Thap nhu cau caa Maslow

Cip 1115;'

Nhu cau sinh hoc(nhu cau co ban): nam & cap thap nhat trong thap nhu
cau. La nhiing nhu cau co ban dé c6 thé duy tri ban than cudc sdng con nguoi
( thtre dn, quan 40 mic, nudc uéng nha ¢) ma con ngudi ludn cb gang dé thoa
mén trudc tién, boi 6 1a nhu cau duy tri su tn tai tu nhién cua co thé. Céc
nhu ciu ndy xuat hién sém nhat, né chi phdi nhitng mong muén cuaa con

nguoi do dé con ngudi & tim moi cach dé thoa man roi dé dat dén nhitng nhu
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cau cao hon.

D6 13 nhitng nhu ciu co ban va thiét yéu dé ton tai. Nhu cau sinh hoc
chi 12 yéu t6 bat budc va nhét thiét khién nguoi lao dong phai 1am viéc nhung
né thudng khong kich thich nhan vién dat hiéu qua tét hon trong cong viéc
cua minh.

Nhu cdu vé an toan: Pay 1a nhu cau s& xuat hién tiép theo khi nhu cau
sinh 1y dugc thoa man. Nhu cau nay thé hién & ca thé chat va tinh than nguoi
lao dong. Po 1a nhitng nhu cau cua con ngudi duoc séng trong mot mai
truong an toan, dugc dam bao vé y té, dam bao vé viéc lam va dam bao vé tai
chinh caa nguoi lao dong. Pay ciing 1a yéu td can thiét trong cong viéc ma
nguoi lao dong déu mong mudn duoc dap Gng.

Nhu cau vé xa hgi: Thé hién mong mudn caa nguoi lao dong duoc giao
lwu, gdp g, tiép xdc thiét 1ap cac méi quan hé véi nhitng nguoi khéc trong
cudc séng va trong cdng viéc. Tai noi lam viéc, ¢6 thé dugc dap ung thdng
qua c4c hoat dong giao lwu, sinh hoat tap thé ngoai gio 1am viéc gitta nhiing
ngudi lao dong trong doanh nghiép nhu an trua, cac hoat dong thé thao, du
lich nghi dudng, teambuiding....

Nhu cau dwoc ton trong:La nhu cau co dia vi, duoc ngudi khac cong
nhan va ton trong va nhu cau tu ton trong minh. Nhu cau nay dan téi sy mong
mubn dat dugc: quyén luc, uy tin, dia vi va 1ong ty tin. Nhu cau nay thé hién
su mong muén nhan dwoc su chd y, quan tdm va ton trong tir nhitng nguoi
xung quanh caa con ngudi va mong muén ban than 1a mot mat xich khéng thé
thiéu trong hé thong phan cong lao dong x& hoi. Pay 1a nhu cau khién cho con
nguoi thuong ¢b gang lam viéc nd luc dé c6 duge dia vi cao, dugc nhiéu
nguoi cdng nhan va né trong. Do vay, cac nha quan Iy can khen ngoi, dong
vién khich 18 nhan vién caa minh khi ho hoan thanh tét céng viéc dé thuc day

su ¢6ng hién caa nhan vién véi to chirc bang tat ca kha nang cta ho. Bén canh
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d6 can phai cung cap kip thoi cac théng tin phan hoi, dé bat nhan sy vao
nhitng vi tri cdng viéc cao hon tao co hdi dé ho thé hién kha ning va ban linh
cua minh.

Nhu cau tw hoan thién: Pay 1a nhu cau bac cao nhat trong thap nhu cau
cia A.Maslow. L& nhu cau duoc truong thanh va phét trién, dugc bién cac
kha ning, tiém ning cta minh thanh hién thuc, hodc 1a nhu cau dat duoc
thanh tich méi, nhu cau sang tao. Nhu cau nay thé hién su khat vong, nd luc
dé dat duoc mong mudn. Con ngudi tu nhan thay ban than can thuc hién mot
cong Vviéc nao do theo so thich va chi khi cong viéc d6 dugc thuc hién thi ho
méi cam thay hai 1ong. Tuy nhién nhu cau nay rat khé c6 thé nhan biét va con
nguoi & tim cach théa méan nhu cau nay cua ho theo nhiéu cach khac nhau.
Trong doanh nghiép, nhu cau nay duoc thé hién & viéc nguoi lao dong mudn
lam viéc theo sé truong, chuyén mon va nghiép vu ma ho yéu thich. Do vay
cac nha quan ly can tao diéu kién cho nhan vién ciia minh c6 co hoi phét huy
nhitng thé manh ctia ca nhan trong cong viéc .

Su thoa man nhu ciu cua cac ca nhan sé& di theo thir bac tir dudi 18n trén
va mic di khéng c6 mét nhu cau nao cé thé duoc théa man hoan toan, nhung
néu mot nhém nhu cau dugc thoéa man thi loai nhu cau ndy khdng con tao
dong luc nira. Do vy, dé tao dong luc cho nhan vién, nha quan ly can phai
hiéu nhan vién d6 dang ¢ dau trong hé théng tha bac nhu cau tir d6 dinh
hudng chinh sach tao dong luc cho phu hop.

1.2.2. Hoc thuyét ting cwong tich cuc ciia Burrhus Frederic Skinner

Theo hoc thuyét nay, nha quan Iy c6 thé cd nhimng tac dong tich cuc
lam thay doi hanh vi cua ngudi lao dong. B.F. Skinner (1904-1990) cho rang
nhitng hanh vi dugc thuong s€ c6 xu hudng dugc lap lai. Nhitng hanh vi
khong duogc thudng (hoac bi phat) sé c6 xu hudng khong duoc lap lai.

Khoang thoi gian gitta thoi diém xay ra hanh vi va thoi diém
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thuong/phat cang ngan thi tac dong cua hoat dong dén thay d6i hanh vi cang
cao.

Phat tuy c6 thé tac dung loai trir cAc hanh vi ma nha quan Iy khdng
mong mudn song ¢6 thé gy ra nhirng hau qua tiéu cuc, do dé viéc phat c6
hiéu qua thap hon so v6i thuong. Dé tao dong luc lao dong, nguoi quan ly can
quan tdm dén cac thanh tich tét va thudng cac thanh tich do.

Cac t6 chuc nén dic biét chl trong dén cac van dé thuong cho cac céa
nhan va tap thé, thuong kip thoi. Bén canh d6 to chirc cing can sir dung cac
hinh thac phat, viéc lya chon cac hanh vi can xir phat phai dugc tién hanh rat
than trong va chi nén phat d6i véi nhitng hanh vi gay hau qua xau ddi véi su
phat trién cta té chtic. Sy nhan manh cac hinh thirc thuong s& dem lai hiéu
qua cao hon viéc nhan manh hinh thac phat.

1.2.3. Hoc thuyét ky veng cria Victor H.Vroom

Hoc thuyét nay do Victor H Vroom(1932), gido su cua Pai hoc quan ly
Yale (M§) dua ra. Hoc thuyét ky vong chi ra rang, cac ca nhan sé c6 dong luc
lao dong néu ho tin vao: Mdi quan hé xéc thuc giira cac ¢ gang va thanh tich
dat duoc; Thanh tich nhan dugc cta nguoi lao dong sé mang lai cho nguoi lao
dong ph?m thuong xing dang; Phan thuong ma nguoi lao dong nhan duogc sé
lam thoa man nhiing nhu cau quan trong caa ho; Sw mong muén théa man céc
nhu cau du manh dé nguoi lao dong ¢ nhiing cd gang can thiét.

Thuyét ky vong caa Victor H Vroom duogc xay dung theo cong thic:

bong luc(M) = Ky vong(E) x Phuong tién (1) x gia tri (V)

Trong do:

Ky vong (Mbi quan hé nd luc- thanh tich) Ia kha ning ma mot nhan
vién nhan thtc duoc rang mot nd luc nhat dinh s& dan dén moét mac do thanh
tich nhat dinh.
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Phuong tién ( Mi quan hé thanh tich — Phan thuong) 1a niém tin cua
nhan vién rang khi hoan thanh cong viéc va dat mot thanh tich nhat dinh s&
dugc nhan mot phan thudng twong xing.

Gié4 tri: 1a lwong gié tri ma c& nhan gan véi cac két qua khac nhau. V co
thé giao dong tir -1 dén +1 tac tir két qua hoan toan khdng mong mudn dén
két qua hoan toan mong mudn.

Pé tao dong luc cho nguoi lao dong, cac nha quan ly nén hoach dinh
cac chinh sach quan tri nhan luc sao cho céc chinh séch nay phai thé hién rd
mbi quan hé giwa nd lyc va thanh tich, giita thanh tich — két qua va phan
thuong, ddng thoi tao nén sy hap dan cua cac két qua/ phan thuong déi voi
nguoi lao dong. Khi thyc hién duoc nhimg diéu nay, dong luc lao dong cua
nguoi lao dong sé duoc tao ra.

1.2.4. Hoc thuyét vé sw cong bang cia J.Stacy Adams

Hoc thuyét céng bang duoc John Stacy Adams(1925) cong bd lan dau
tién vao nam 1963. Hoc thuyét nay dé cap dén van dé nhan thic cua nguoi lao
dong vé mirc do duoc dbi xir dung dan va cong bang trong to chuc.

Hoc thuyét dé cap dén 04 goi y:

Cac ca nhan ludn tim céach téi da hoa thu nhap cua minh;

Tap thé co thé téi da hoa phan thuong cia minh thdng qua cach phan
chia céng bang theo dong goép cua nhiing thanh vién cia minh. Nhitng hé
théng cong bang nay s& duoc ma ra trong cac nhom/td va cac thanh vién cua
nhom s& thuyét phuc nhitng thanh vién khac gia nhap vao hé théng nay.

Khi ngudi lao dong phét hién ra ho bi ddi xir khdng cong bang, ho s&
bat dau that vong. Su khong cong bang cang 16n, ngudi lao dong cang cam
thay that vong. Theo hoc thuyét nay, ca hai ca nhan dugc huéng” qua nhiéu”

va “ qua it” déu cam thay that vong;
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Nhitng ca nhan nhan duoc sy dbi xu khdng céng bang s& cb ging thiét
lap lai sy cong bang. Su khéng cong bing va su that vong cang Ion cang
khién cho ngudi ta phan dau nhiéu hon trong viéc thiét 1ap lai su cong bang
[3-84].

Pé tao dong luc cho nhan vién, ngudi quan ly can phai tao dung, duy
tri sy cong bang giira su dong gdp cua ca nhan va cac quyén loi ma cac nhan
doé duoc hudng. Nguoi lao dong luon mong dgi dugc hudng nhu nhau khi co6
cdng hién nhu nhau véi nguoi lao dong khéc va sy chi tra ngang nhau cho
cling mirc 46 dong gop giira nguoi lao dong trong t6 chac véi nhitng nguoi
lao dong ¢ céc té chuc khac. Mudn vay doanh nghiép can phai xay dung hé
théng danh gia tét, véi nhitng tiéu chi danh gia hop ly, phl hop, phuong phap
danh gia chinh xac cong bang, khach quan, tién hanh danh gia mot cach cong
bang cong khai. Bén canh d6 can xay dung hé thong thdng tin phan hoi hai
chiéu dé nguoi lao dong nam bat hiéu rd cac chinh sach caa doanh nghiép. Do
d6 dé tao dong luc lao dong doanh nghiép can cdng bang trong thu nhap, cong
bang trong ghi nhan va cng bang vé co hoi thang tién.

1.2.5 V@n dung cac hec thuyét tge dgng luc.

Cac hoc thuyét co ban déu dugc xay dung dya trén co sé nhu cau cua
mdi ca nhan trong doanh nghiép, mdi hoc thuyét c6 cach tiép can va trién khai
khac nhau nhung déu c6 két luan chung 1a “viéc ting cudng dong luc ddi voi
nguoi lao dong s& din dén nang cao thanh tich lao déng va cac thang lgi Ion
hon ctia t6 chic. Cac nha quan ly néu hiéu rd dong luc cua ngudi lao dong
sinh ra tir ddu va co6 bién phép tao dong luc phu hop s& thuc day dong luec cua
ngudi lao dong, gidp ho lam viéc tich cuc hon mang lai hiéu qua cong viéc
cao hon”[3.tr38].

Trong pham vi nghién ctu luan van nay, tic gia van dung hoc thuyét

nhu cau cua A.Maslow dé xac dinh nhu cau ngudi lao dong, phan loai nhém
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nhu cau cip bach va buc thiét cia ngudi lao dong. Hiéu dugcTir do nghién
ctu loi thé cua doanh nghiép dé tao ra nhu cau méi diéu chinh hanh vi nguoi
lao ddng nham thiét ké va lua chon cac bién phap tao dong luc phi hop.

Hoc thuyét ky vong cua Victor Vroom tac gia van dung dé phan tich
thuc trang tao dong luc hién tai caa cong ty thdng qua céng cu tao dong luc
vat chit va phi vat chat.

Hoc thuyét tang cuong tich cuc cua Burrhus Frederic Skinner dugc tac
gia van dung vao lam co s& dua va hoc thuyét cong bang cua Stacy Adam
duoc tac gia van dung vao lam co s& dua ra cac giai phap tao dong luc lam
viéc cho nhan vién vé tién luong, phuc loi..

1.3 N§i dung co ban cia tao dong lwe lao dong trong doanh nghiép
1.3.1 Xdc dinh nhu cdu cia nguwoi lao dgng.

Nhu cau caa con ngudi 1a nhitng doi hoi, mong udc cliia con ngudi Xuat
phét tir nhimg nguyén nhan khac nhau nhu: tm sinh 1y, xa hoi...N6 xuat phat
tir trang thai tim 1y khi con ngudi cam thay thiéu thdn, khdng thoa man vé cai
gl do, tir @6 thuc day ho cd nhitng hanh dong dé dat duoc nhimg doi hai,
mong udc do.

Xac dinh nhu cdu nhan vién c6 nghia 1a can phai biét rd nhiing nhu cau
nao da duogc thoa man, dang dugc théa man, chua duoc thoa mén cho ting
d6i twong lao dong, phong ban. Biét duoc nhu cau cua ngudi lao dong tir d6
méi cd thé dinh hudng lua chon phuog phap tao dong luc lao ddng phu hop,
dung dan kich thich nguoi lao dong nd luc lam viéc.

Nhu cau cia ngudi 1ao dong cé thé duoc chia thanh hai nhom:

Nhém nhu cdu vdt chdt: La nhitng loi ich vat chat chi trong vao cac
nhu ciu co ban cia con ngudi dé dam bao duy tri doi song. Trong doanh

nghiép nhu cau vat chat chinh 12 tién lwong, thuong, phic loi, hd tro tai chinh



17

ma ngudi lao dong ludn mudn doanh nghiép thoa man ¢ mic d6 cao nhat va
6n dinh nhét.

Nhom nhu cau phi vat chat: La nhiing loi ich giup cho con ngudi
huéng dén nhirng gia tri khac vé mit tinh than nhu: méi treong 1am viée, van
hoa doanh nghiép, d6 phu hop cta céng viéc, co hoi hoc tap nang cao nang
luc, co hoi thing tién trong twong lai, diéu kién 1am viéc, méi quan hé giita
nhan vién va cap trén. ...

C6 nhiéu phuong phap dé xac dinh nhu cau cua ngudi lao dong trong
doanh nghiép nhu hop giao ban dinh ky tuan, thang, qui, cac hoi nghi, toa
dam..hodc phuong phap diéu tra bang hoi véi hé thdng céc cau hoi dugc thiét
ké san hoic thong qua phuong phap phong van, trao doi truc tiép véi nguoi
lao dong. Trén co sd két qua thu thap duogc tién hanh danh gia hién trang nhu
cau phan loai nhu cau cua nguoi lao dong, nghién ctu loi thé cua doanh
nghiép tir d6 c6 thé thiét ké cac bién phap pht hop nham thoa man nhu cau
cua timg nhom déi tuong.

1.3.2 Tao dgng luc lao dpng thdng qua cong cu vdt chat.
1.3.2.1 Tién lwong- Tién thuéng

“Tién luwong la gid ca hang hoa sitc lao ddng, dwroc hinh thanh trén co
so thoa thudn gita nguoi lao dong va nguoi sur dung lao dong théng qua hop
dong lao déng (bang van ban hogc bang miéng) phil hop Véi cde qui dinh tién
lwong cua phap ludt lao dong”[2, tr.9].

Tién luong l1a mot céng cu tao dong luc tai chinh quan trong. Thap nhu
cau cia Maslow c6 nam cip do trong d6 hai cap d6 dau tién 1a nhu cau sinh ly
va nhu cau an toan. Tt 1a dau tién tién luong phai dam bao nhu cau co ban l1a
ton tai va tai san xuat stuc lao dong, thuc hién dap (ng cac nhu cau can thiét
cua ban than va gia dinh. Nhan vién s& c6 sy so sanh giita két qua thyc hién

cong viéc ciia minh va tién lwong nhan duoc tir d6 hinh thanh thai do véi cong
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viéc.Thong thudng tién lwong cang cao thi ddn dén két qua thuc hién cong
viéc cang tét va khuyén khich nguoi lao dong hiang hai lam viéc. Vi vay tién
lwong 1a nhu cau chinh ddng cta nhan vién ciing tac dong truc tiép dén thai do
lam viéc, nang suat lao dong cua nhan vién.

Doanh nghiép can c6 chinh sach lwong thuéng phd hop dé ¢am bao cho
su phat trién cua doanh nghiép.Theo thuyét cong bang cua J Stacy Adams thi
viéc xay dung ché do tién luong can twong xung véi nhitng dong gop cua
nguoi lao dong, cong bang trong doanh nghiép va khéng thap hon mat bang
lwong thi truong chung. Ung dung hoc thuyét ky vong caa Victor Vroom, khi
xay dung chinh sach tién lwvong doanh nghiép phai 1am cho nhan vién hiéu rd
duoc méi quan hé gitta nd luc- thanh tich; thanh tich- két qua dé tao dong luc
cho nhan vién dat hiéu qua.

Dbi v6i ngudi lao dong thi tién luong chinh 1a khoan thu nhap chinh
trong hé théng thu lao ma nguoi lao dong nhan dugc. Do @6 tién lvong duogc
sir dung nhu don bay manh mé& nhat dé kich thich nhan vién. Doanh nghiép
mudn tao dong luc 1am viéc tét cho nhan vién thi phai 1am cho nhan vién hiéu
rang két qua cong viéc quyét dinh mirc lwong ctia ngudi lao dong.

Déi voi doanh nghiép, tién lwong 1a mot phan cua chi phi san xuat
nhung lai & cdng cu duy tri, gin giit va thu hat lao dong nhat 1a lao dong gioi
phU hop vai cong viéc caa toé chic. Mot hé thong tién luong tht s& ¢ tac dung
kich thich ngudi lao dong ting nang sut, chat luong, hiéu qua lam viéc, tir d6
lam tang hiéu qua hoat dong san xuat kinh doanh cua t6 chac. Mudn vay hé
théng luong cua doanh nghiép can phai dam bao cac véan dé: tién luong phai
dam bao khong thap hon luong t6i thiéu do nha nuéc qui dinh; tra luong
ngang nhau cho lao dong nhu nhau dé d¢am bao tinh cdng bang va binh dang

trong tién luong va kich thich ngudi lao dong; tién luong duoc chi tra cho
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ngudi lao dong dua trén két qua thuc hién cdng viéc sao cho twong xung voi
dong gop cua ngudi lao dong nham dam bao su cdng bang trong tién luong.
1.3.2.2 Tién thuong:

“Tién thwong thuc chat 1a khodn tién bé sung cho tién lwong. Ciing véi
tién lwong, tién thueng gop phan théa man nhu cdu vdt chdt cho nguoi lao
déng va trong ching muc nhdt dinh dwoc nguoi sir dung lao déng sir dung
nhir bién phap khuyén khich vdt chdt c6 hiéu qua doi Véi nguwoi lao déng,
nham tic déng dén déng co, thai do, ning sudt va hiéu qud lam viéc cua
nguoi lao dong ”’[2.tr.423].

Cung voi tién luong thi tién thudng cling 1a mot yéu té quan trong anh
huong dén thu nhap cia ngudi lao dong. Tién thuong duoc coi 1a hinh thuc
khuyén khich vat chat va tinh than d6i vai nguoi lao dong trong qua trinh 1am
viéc. Qua d6 lam cho nguoi lao dong quan tdm dén két qua san xuat, su sang
tao trong cong viéc, tiét kiém lao dong séng cling nhu lao dong vat hoa, nang
cao chat luong san pham, tinh than trach nhiém, y thtac rén luyén chuyén
mén, tay nghé.

Tién thuong cd anh huong truc tiép dén dong luc lao dong nén néu
doanh nghiép biét khai thac tét diéu nay s& c6 tac dong rat 16n dén nhan vién
tir d6 gop phan nang cao ning suat va chat lugng cong viéc. Dé tién thuong
phat huy dugc tac dung c6 thé kich thich duoc ngudi lao dong 1am viéc hiéu
qua hon thi doanh nghiép can c¢6 chinh sach thuong cu thé. Viéc khen thuong
phai gan vai két qua thuc hién cong viéc cua nguoi lao dong. Khen thudng
can phai dang ngudi dé nguoi lao dong thdy duoc rang nhitng nd lec cua ho
s& nhan duoc phan thuong xtng dang, dong thoi can dua ra mic thuang hop
ly. C4c tiéu chuan xét thuong phai rd rang, cu thé, hop 1y khong duoc qua kho

dan dén tdm ly chan nan cho ngudi lao dong tir d6 1am mat di tac dung cua
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khen thudng. Thoi gian chi thuong phai dugc tién hanh kip thoi, ding luc dé
dong vién khuyén khich ngudi lao dong.
1.3.2.3 Phac loi

Theo t6 chic lao dong quéc té ILO, phic lgi danh cho ngudi lao dong
c6 thé duoc hiéu 1a “Cac loai co so vat chat, cac dich vy, tién nghi dugc xay
dung theo cam két dé tao diéu kién cho ngudi lao dong dugc 1am viéc trong
moi truong lanh manh, ciing nhu tan dung céc loi ich ¢ san dé cai thién suc
khoe, tinh than va nang suét lam viéc”.

Trong linh vyuc quan tri nhan sy, phdc loi la phan thi lao gian tiép duoc
tra dudi dang cac hd trg vé cudc séng cho ngudi lao dong ngoai tién luong
nham muc dich cai thién chét lwong séng va hiéu suat 1am viéc caa ngudi lao
dong.

Hién nay trong doanh nghiép c6 hai loai phuc lgi chinh d6 1a phuac loi
bat budc va phuc loi tw nguyén. Phic loi bat budc 1a cac phac loi téi thiéu ma
t6 chirc phai dua ra theo yéu cau caa phap luat gdm bao hiém xa hoi, bao
hiém y té, bao hiém that nghiép. Phic lgi tu nguyén 1a cac loai phic lgi ma
doanh nghiép dua ra can ctr vao kha nang tai chinh va chinh sach cta lanh dao
c6 thé thay doi linh hoat bai doanh nghiép nham thé hién sy quan tdm dén
nguoi lao dong. Trong d6 phd bién nhat 14 mua bao hiém sic khoe cho ngudi
lao dong va nguoi than cta ho; du lich cung cong ty, cac chuong trinh dao tao
chuyén mén, thuang ngay I tét, thuong co phiéu, tro cap an trua, di lai, nha
tro, doi song...).

Chinh sach phuc lgi c6 vai tro rat quan trong ddi véi doanh nghiép va
nguoi lao dong trong viéc dam bao toan thé doi ngir nhan vién va ngudi lao
déng trong to chic nhan duoc sy chim soéc tot nhat va phan anh tam nhin va

muc do phét trién cua doanh nghiép.
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1.3.3 Tao dgng lwc lao dgng thdng qua céng cu phi vdt chat.

Khi nhu ciu vat chat co ban duoc théa man thi nhu cau tinh than sé& chi
phdi manh mé& dén hoat dong cua ngudi lao dong.Vi vay cac doanh nghiép
khong chi nén chd trong dén viéc tao dong luc lao dong qua cac cdng cu vat
chat ma con nén cham lo vé mit tinh than cho nguoi lao dong théng qua cong
cu phi vat chat nhim dong vién, khich 1¢ tinh than 1am viéc, gan bd cua nguoi
lao déng véi td chic.
1.3.3.1 Panh gia thuc hién cong viéc.

“Panh gid thuc hién cong viéc thirong diroc hiéu 1a su danh gid co hé
thong va chinh thize tinh hinh thec hién cong viéc cia ngieoi (nhém nguoi)
lao déng trong quan hé so sanh véi cac tieu chudn da dwoc xay dung va théa
thugn vé su ddnh gid do véi ngwoi lao dong. Pdy thuc chat 1a viéc so sanh
tinh hinh thyc hién cong viéc cua chinh nguoi (nhém nguoi) lao dong so voi
yéu cdu dé ra cua té chirc ’[3,tr.211].

Can ctr vao tiéu chuan danh gia da dugc xay dung so sanh véi két qua
thuc hién caa ngudi lao dong dé do luong mic do hoan thanh cdng viéc cua
nguoi lao dong. Thong qua danh gia, nguoi lao dong biét duwoc mit nao da dat
duoc, mit nao chua dat dugc can cai tién, giup ngudi lao dong phat hién duoc
sai SOt tir d6 ¢ bién phap khac phuc nham nang cao kha nang thyc hién cong
viéc. Ciing qua qua trinh dénh gia, nha quan ly c6 thé thu thap duoc théng tin
1am co s& dé hoach dinh nhan luc, 1am co sé quan trong cho viéc dao tao va
phat trién nhan vién, tra luong, tra thudng, dé bat thuyén chuyén lao dong....

Panh gia thuc hién cong viéc 1a mot trong nhiing yéu tét quan trong
gilp tao dong luc lao dong cho ca nhan va tap thé nham dat muc tiéu caa to
chuc. Két qua danh gia thuc hién cong viéc 1a co so dé doanh nghiép hoan
thién chinh sach quan tri nhan s, déng thoi do ciing 1a co s cho viéc tra thu

lao lao dong dua trén két qua lao dong cudi cing.
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1.3.3.2 Chinh sdch dao tao va phét trién nhan luc.

Cudc cach mang 4.0 dd mang lai nhiéu co hoi cho cac doanh nghiép tai
cac qudc gia dang phat trién dong thoi ciing tao ra nhiéu thach thuc ddi véi
luc lwong lao ddng trudc yéu cau déi mai cua nén kinh té. Dac biét dai dich
Covid 19 d3 mang dén cho doanh nghiép nhiéu khé khan, trong bdi canh
“Binh thuong méi” doanh nghiép can d6i ngii nhan su da manh dé thuc hién
cac chién luoc phuc héi, bit nhip véi sy phat trién cua xu hudng tu dong hoa.
Pé bat nhip duoc véi su thay d6i khdng ngung cia nén kinh té, tao tién dé
cho nhitng lgi thé canh tranh caa doanh nghiép bai moi khia canh 1am nén sy
khac biét cho doanh nghiép nhu céng nghé, dich vy, san pham...déu phai c6
su diéu khién cua con nguoi thi nguon nhan luc cua doanh nghiép phai c6
trinh d6 cao vé chuyén mon ky thuat ciing nhu k¥ nang, khong nging tiép thu
hoc hoi nhitng cai mai dé thich tmg duoc su phét trién. Nhan sy gioi sé 1a mii
nhon tién phong, 1a cai khién viing chac cho doanh nghiép trudc thi truong
day bién dong. Mudn 1am duoc didu d6 thi doanh nghiép phai c6 chinh sach
dao tao va phat trién nhan luc phd hop.

“Chinh sach dao tqo phat trién nhan lyc 1a hé thong cdc quan diém,
MuC tiéu vé dao tao va phat trien nguon nhan luc cing nhitng phirong thirc
hanh déng dwoc ban linh dao khang dinh va thyc hién nham gidi quyét
nhing van dé ldp di 1ap lai trong moi giai dogn phét trién nhat dinh cua
doanh nghiép ” [1,tr.162].

Pao tao va phat trién ngudn nhan luc gitp nang cao hiéu qua l1am viéc,
gia ting ning suit lao dong. Cac chuong trinh dao tao ngan han, dai han,
chuyén sau gitp doanh nghiép cap nhat thong tin mai, cdéng nghé mai vao
hoat déng an xuat kinh doanh, tir d6 tao diéu kién cho viéc ap dung k¥ thuat
vao cong tac quan ly doanh nghiép, dong thoi doi ngli nhan vién phat trién

duogc tu duy, cach nhin mé&i nham téi wu hoa hiéu suat 1am viéc. Chinh sach



23

dao tao dap ung nhu cau hoc tap, tinh than hoc hoi cua nhan vién, tir d6 doi
ngil nhan vién c6 co hoi thang tién nghé nghiép, nang cao chat lugng doi
séng. Pdng thoi tao ra su gan b mat thiét gitta doanh nghiép va nhan vién, 1a
sgi day vO hinh niu gitr nhan tai cho doanh nghiép. Thong qua cac chuong
trinh dao tao, doi ngli nhan vién s& cO cai nhin méi, tu duy méi trong cong
viéc, gilp nhan vién nang cao kha ning sang tao, cong hién cho sy phat trién
cua doanh nghiép.

Dua vao tinh hinh thyc té ciing nhu tinh chat nguén lao dong caa doanh
nghiép ma doanh nghiép xay dung va to chic cac khoa dao tao phu hop, dap
tmg duoc nhu cau nguyén vong cia ngudi lao dong cling nhu yéu cau cong
viéc dé nang cao k¥ niang, kién thirc cho ngudi lao dong.
1.3.3.3 Lg trinh thang tién c& nhan

Lo trinh thang tién ca nhan duoc hiéu 1a mot chiang duong dinh hudng
phat trién ciia ngudi lao dong bao gdm cac muc tiéu ngan han va dai han. N6
vach ra ting giai doan ma ngudi lao dong tir vi tri cap thap, thong qua céc
cdng viéc, nhiém vu duoc giao dé dat dugc muc tiéu cua ho. Hay néi cach
khé&c 16 trinh thang tién ca nhan gitip ngudi lao dong c6 cai nhin truc quan vé
cac con dudng dan dén vi tri cng viéc cao nhat ma ho cd thé dat duoc trong
con duong sy nghiép caa minh tai doanh nghiép. Py 1a nhu cau nam & bac
thir tu va thtr nam trong thap nhu cau cia Maslow d6 1a nhu cau dugc ton
trong va tu thé hién. Khi doanh nghiép xay dung duoc 16 trinh thing tién cé4
nhan s€ giup doanh nghiép gitr chan dugc nhén vién gioi, giam ti 1€ nghi viéc,
tao su gan bd cua nguoi lao dong véi doanh nghiép, nang cao hiéu suat 1am
viéc cua ngudi lao dong, tao ra sy y thac rd rang vé muc tiéu cho doi ngii
nhan sy, ting kha nang tich lily, kinh nghiém va su da dang ngudn lao dong
trong to chtrc. Pong thoi thu hit duwoc nhan tai trén thi truong, ting kha ning

canh tranh véi cac nha tuyén dung khac.
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1.4 Mot s6 tiéu chi danh gia két qua tao dong lue lao dong.

C6 nhiéu tiéu chi dé danh gia hiéu qua cong tac tao dong luc lao dong
tai doanh nghiép, tuy nhién trong bai viét nay, tac gia nghién ciru mot sb tiéu
chi nhu sau:

1.4.1 Mike dé gdn b6 cia nhan vién véi doanh nghiép.

Pay la mét trong nhitng tiéu chi quan trong danh gia hiéu qua hoat
dong tao dong luc lao dong trong doanh nghiép. Sé luong nhan vién nghi viéc
va s6 luong nhan vién cé thai gian 1am viée 1au niam tai doanh nghiép muén
gan bo lau dai véi to chirc 1a hai tiéu chi quan trong dé lam cin cir danh gia
cac cong cu tao dong luc lao dong hién nay co hiéu qua hay khong. Su gan bo
lau dai ciia ngudi lao dong véi doanh nghiép co anh huong khong nho dén uy
tin cua doanh nghiép ciing nhu su ton tai cia doanh nghiép trén thi truong. Vi
Vvay can c6 cac chinh sach di ngd phl hop dé gitr chan nhan vién ciing nhu
tao su gan bd 1au dai caa nhan vién vai to chirc dong nghia véi viéc thuc hién
tdt cong tac tao dong luc lao dong trong td chic.

1.4.2 Mikce dg né luc tw nguyén nham gia ting két qud thuc hién cong viéc

Muc do cam két cta nhan vién dbi véi cong viéc co thé cho thay muc
d6 nd luc tw nguyén cua ho. Nhan vién co thé duoc danh gia dua trén viéc ho
dam bao hoan thanh nhiém vu theo thoi han, thé hién sy tan tuy va trach
nhiém trong cong viéc. Su nd lyc tu nguyén cé thé thé hién qua kha nang sang
tao va dé xuat giai phap méi dé cai thién cong viéc. Nhan vién co thé duoc
danh gia dua trén viéc ho dua ra y tuong maéi, dé xuat cac cai tién va cd su
doéng gop tich cuc vao qua trinh l1am viéc. Bén canh dé muc d6 nd lyc tu
nguyén cé thé phan 4nh qua niang suat lam viéc cia nhan vién. Nhan vién c6
thé dugc danh gia dua trén viéc ho hoan thanh cong viéc dung han, dat dugc
muc tiéu dé ra va dat két qua cao. Muac d6 nd luc tu nguyén ciing c6 thé phan

anh qua tinh than 1am viéc va céng hién caa nhan vién. Nhan vién cé thé duoc
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danh gia dua trén tinh than 1am viéc doc 1ap, san sang 1am thém gio, sin long
hd trg ddng nghiép va san sang dam nhan trach nhiém ngoai pham vi cong
viéc cua minh.

Nhan vién c6 thé duoc danh gia dua trén viéc ho dat duoc két qua va
thanh cong trong cong viéc.
1.4.3 Tinh sang tao, thdi d¢ tich cuc trong cong viéc

Thai do tich cuc trong cdng viéc cia nguoi lao dong dugc thé hién qua
viéc ludn ludn chu dong trong cdng viéc, tap trung khi lam viéc va dat duogc
hiéu qua cong viéc cao, nghiém tlc tuan tha nhitng yéu cau tir cap trén, co
tinh than hoc hoi san sang tiép thu nhing diéu mai, ludn cé tinh than lac
quan, vui vé trong cong viéc. Sang tao trong cong viéc la su két hop gitra yéu
t6 chuyén mén, k¥ ning véi thuc té nhiém vu dugc giao dé dua ra nhiing y
tuéng sang tao nham mang lai hiéu qua cong viéc tét nhat. Nguoi lao dong
can c0 tinh than sang tao dé dua nhiém vy dugc giao hoan thanh mét cach tét
nhat. Thay vi di theo cach lam cii tu duy cii thi sy s&ng tao thé hién trong viéc
tim hudng di méi dé giam thoi gian thuc hién ciing nhu giam chi phi dé cho
két qua cudi cung nhan duoc dat hiéu qua cao nhat. Trong doanh nghiép khi
su séng tao duoc khuyén khich nhan vién sé& hai long hon véi cong viéc caa
ho va cam két tiép tuc trung thanh véi cong ty. Panh gia tinh chi dong séang
tao, thai do tich cuc trong cong viéc cd thé do nguoi lao dong ty danh gia,
d6ng nghiép danh gia hoac tir cap trén quan ly tryc tiép danh gia.
1.5. Cac yéu to anh hwong dén tao dong lue lao dong trong doanh nghiép.

C6 nhiéu yéu té anh huong dén tao dong luc lao dong tuy nhién trong
pham vi nghién cau caa dé tai nay, tac gia xin dugce dé cap mot sé yéu td nhu
sau:
1.5.1 C&c yéu té thugc vé méi trwong bén trong doanh nghigp.

Day 1a nhom y€u t0 xuat phat tr noi lam vi¢c cua nguoi lao dong.
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Nhom yéu td nay thé hién sy ung ho va tao diéu kién cua doanh nghiép dé
nguoi lao dong c6 thé cong hién hét kha ning cua ban than nham dat dugc
muc tiéu ctiia doanh nghiép ciing nhu muc tiéu ctia chinh ho. Nhom yéu té nay
bao gdm:

1.5.1.1 Quan diém vé van dé tao dong luc lao dong cua nguoi sw dung lao
dong

Nguoi sir dung lao dong cling chinh 1a chu doanh nghiép, vi vy quan
diém cta ho trong quan 1y diéu hanh déu c6 anh hudng dén viéc hoach dinh
chinh sach ctia doanh nghié€p d6. Céc chinh sach tao dong luc lao dong duogc
ban hanh trong doanh nghiép déu dua trén quan diém ctia nguoi st dung lao
dong, néu nguoi str dung lao dong quan tim dén cong tac tao dong luc lao
dong thi chinh sach tao dong luc s& duoc dau tu va mang lai hi¢u qua. Nguoc
lai, néu nguoi st dung lao dong khéng quan tim dén cong tac tao dong luc
lao dong thi chinh sach tao dong luc s€ khong dugc chu trong va khong mang
lai hiéu qua.
1.5.1.2 Kinh nghiém va phong cdach lanh dao.

“Kinh nghiém va phong cach lanh dao tac dong truc tiép dén tinh than
cua nhan vién” [2.155]. Kinh nghiém va phong céach 1anh dao cua mot nguoi
lanh dao anh huong dén niém tin, dinh huéng, hd trg, danh gia cong bang,
phat trién c4 nhan, xy dung mdi quan hé va giao tiép hiéu qua cta nhan vién.

Lanh dao c6 kinh nghiém va phong cach lanh dao tdt 6 thé tao ra mot
mdi trudong lam viéc ma nhan vién tin tuéng va cam thay dugc dong vién.
Kinh nghiém giup lanh dao hiéu rd hon vé céc thach thirc va co hoi trong
cong viée, tir 46 gitip ho truyén dat dong luc va khich 18 nhan vién.

Chinh ban than ho c6 thé tré thanh guong mau cho nhan vién, thé hién
sy tan tuy va chuyén nghiép trong cong viéc. Ho thuong cé kha nang dinh

huéng 16 rang, huéng dan va hd tro dé nhan vién cé thé phat trién ki ning va
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kha nang lam vi¢c cua minh. Mot 1anh dao c6 kinh nghiém hiéu dugec tam
quan trong cta viéc danh gia cong bang va dé cao phat trién ca nhan cho nhan
vién, cung cap co hoi dé nhan vién phat trién k¥ ning va kha nang ciia minh.
Diéu nay tao ra mdt moi truong lam viée khich 1 va gitp ting dong luc lao
dong.

Bén canh d6 ngudi phong cach lanh dao tot thuong c6 kha ning xay
dung mbi quan h¢ tdt v&i nhan vién va tao ra mot méi truong lam viéc cdi md
va trao d6i thong tin. Giao tiép hiéu qua giira 1anh dao va nhan vién gitp tao
ra su hiéu biét va su déng long, tir d6 tao dong luc va sy cam két trong cong
viéc.
1.5.1.3 Chinh sdch nhdn sy va suw thuc hién cac chinh sach trong 16 chirc

Can ctr vao muyc ti€u cua doanh nghiép ma xay dung va ban hanh céac
chinh sach nhan su dé dung nguoi, chinh vi vay cac chinh sach nhan su trong
doanh nghiép déu anh hudng 16n dén dong luc lao dong.

»Céc chinh sach quan 1y nhan sy ding dén va hop 1y khong nhiing giup
nguoi quan ly co thé diéu hanh to chirc mot cach hiéu qua nham dat duoc muc
tiéu cua to chirc ma con dam bao cac quyén loi cling nhu mong doi ciia nguoi
lao dong tir 46 anh hudng dén dong luc 1am viée cta nguoi lao dong” [5.24].
Néu chinh sach nhan sy khong hop 1y hodc khong duoc thuc hién tét thi lau
dai gdy su bat man cho ngudi lao dong, 1am cho ngudi lao dong giam dong
lyc lao dong dan dén nghi viéc. Vi vay viéc xay dung chinh sach nhan sy hop
1y, khoa hoc, linh hoat, cong bang 1a mot viéc can thiét cia mdi doanh nghiép
dé tao dong luc lao dong .
1.5.1.4 Kha nang tai chinh cua doanh nghiép.

Kha nang tai chinh ctia doanh nghié€p anh hudng truc tiép dén viée tao
dong luc lao dong thong qua kich thich vat chét ciing nhu tao dong luc thong

qua cong cu phi vat chat. Boi 18 doanh nghiép muén thyuc hién ché do dii ngod
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thu lao lao dong tét, co cac phu cap, thuong cho ngudi lao dong, hay tao moi
truong lam viée voi trang thiét bi hién dai chuyén nghiép nhung khdng c6 tai
chinh tét thi khong thé nao thyc hién duge. Chinh vi vay kha ning tai chinh
ctia doanh nghiép quyét dinh mirc do chi phi cho hoat dong tao dong luc trong
doanh nghi¢p do.

1.5.2 C&c yéu té thugc vé nguwoi lao déng.

Nguoi lao dong c6 cac dic diém ca nhan khac nhau, mdi nhom tudi mdi
trinh d6 s& c6 nhitng nhu cau khac nhau. Nhitng yéu t6 thudc ca nhin bén
trong ngudi lao dong s& anh huong dau tién dén dong luc lao dong bao gom
hé théng nhu ciu c4 nhan, muc tiéu c4 nhan, kha nang va kinh nghiém lam
viéc...

1.5.3 C4c yéu té thugc vé méi trwong bén ngoai

Céc yéu t6 thudc vé mdi truong bén ngoai rat da dang cé tac dong gian
tiép dén dong luc lam viéc ctia nguoi lao dong, trong pham vi nghién ciru bai
nay, tac gia dé cap dén hai yéu té thudc vé moi truong bén ngoai do 1a chinh
sach cua chinh phu, phap luat cua nha nudc va dac diém, co ciu cua thi
truong lao dong.
1.5.3.1 Chinh sdch cua chinh phu, phap ludt cua nha nuoc

Luat phap ciia Nha nude chinh 13 co so phap 1y dam bao quyén loi va
nghia vu cua céac bén trong quan h¢ lao dong va lgi ich ctia nha nudc. Luat
phap ngin cAm sy phan biét dbi xir trong lao dong va dam bao cho sy binh
déng gifra cac ca nhan trén thi truong lao dong. Chinh vi vay moi chinh sach
ctia chinh pht, phap luat ciia nha nudc lién quan dén lao dong déu c6 thé anh
huong dén dong luc lao dong ciia ngudi lao dong. Khi luat phap co hiéu luc
thi nguoi lao dong cang yén tam 1am viéc, vi quyén loi hop phép cua ho dugc
bao dam. Mudn vay chinh phu va cic co quan ban nganh can khong ngimg

hoan thién hé théng vin ban phap luat ngay mot hiéu qua hon.
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1.5.3.2 Bdc diém, co cdu cua thi truong lao dong

Pic diém, co ciu lao dong c6 anh hudng gian tiép dén tao dong lyc lao
dong. Néu thi truong & tinh trang du thira mot loai lao dong nao do, nguoi lao
dong thudc loai nay dang c6 viéc lam trong doanh nghiép ho s€ c6 cam giac
thiéu an toan boi ho cam nhan dugc nguy co mat viéc 1am thi tu ban than ho
s& ¢b gang c6 dong luc lao dong hon nham giir duoc viée lam. Luc nay doanh
nghi¢p can ¢6 cac chinh sach, hoat dong dé nhan vién yén tam lam viéc va
gin b6 voi doanh nghiép. Nguoc lai néu thi truong lao dong ¢ tinh trang thiéu
hut mot dang lao dong nao do6, nguoi lao dong co nhiéu co ho1 tim kiém cac
viéc 1am t6t hon thi doanh nghiép can c6 cac chinh sach hop ly dé gitr chan
nguoi lao dong.
1.6. Thuc tién tao ddng lue lao dong ciia mat sé6 doanh nghiép trong nwéc
va bai hoc kinh nhiém cho Céng ty C6 phin doan dia 6c Cat Twong.
1.6.1. Thuc tién tao déng lwe lao dgng cia Tdp doan Novaland

Tap doan Novaland - thanh vién trong hé sinh thai NovaGroup - la
Thuong hiéu uy tin hang dau trong linh vuc dau tu va phét trién BDS tai Viét
Nam. Tap doan da chua dong hoan thi€n cac chinh sach thu hut nhan tai, céac
ché d6 phuc loi dai ngd toan di¢n, dao tao va phat trién, da dang co hoi binh
dang trong co cdu ngudn nhan lyc. V4i nhimg chinh sach vuot troi doi ngil
nhan lyc véi nhitng con nguol Hi¢u qua - Chinh tryc — Chuyén nghiép, Tap
doan da nhan dugc Giai thudng “Noi lam viéc tdt nhat Chau A” trong 03 ndm
lién. Tai Novaland moi nhan vién déu hiéu rang: Pé tao dugc nhiing san
pham vuot trdi 1a mot thach thirc rat 1on, doi hoi chung ta phai khong nging
nd lyc phan d4u hoan thién mdi ngay. Thuong hiéu Novaland s& c6 gia tri cao
khi Novaland hoan thanh St mang cta minh “Kién tao cong dong - Xay dung
diém dén - Vun dip niém vui”. Tat ca nhan vién déu diing cam chiu trach

nhiém khong do 16i cho ngudi khac, khong vién 1y do, hy sinh lgi ich c4 nhan
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cho 1oi ich chung, sin sang dan than vi moi ngudi hiéu rang: qua cong viée s&
gitip ty khang dinh minh, gitp ning cao gia tri ban than, thang tién trong cong
viéc, tang thu nhap; vi moi nguoi hiéu ré“mg: thanh cong cua tap doan s€ mang
lai hanh phuc, thinh vuong cho cong déng.

Con nguoi 1a mot trong nhitng yéu t6 quan trong tao nén thanh cong
cuia Novaland. Chinh vi thé dé thu hat nhan tai, Novaland thuong xuyén ra
soat va dé xuét cac chinh sach dai ngd canh tranh so vaéi thi truong, duy tri hé
thong danh gia nang luc cong bang, minh bach va c6 16 trinh phat trién su
nghiép 10 rang. Ké hoach ké thira nhan sy d3 dugc trién khai trén toan
Novaland va song song 14 chuong trinh dao tao ngudi ké nhiém, chuong trinh
dao tao k¥ ning lanh dao toan dién cho cac cip quan 1y.

1.6.2 Thuec tién tao dong lwe lao déng cia Pt Xanh Group

Puoc thanh 1ap tir nam 2003 véi tién than 1a Céng ty TNHH dich vu va
xay dung dia 6c DAt Xanh, Pat Xanh Group da trg thanh mot trong nhiing
don vi hoat dong bat dong san chuyén nghiép dau tién tai Viét Nam, mang
dén cho khach hang trén toan qudc nhitng san pham bat dong san wu viét.Voi
phuong cham “Con ngudi 1a yéu t6 cbt 16i cua sy phat trién”, Dat Xanh
Group ludn tao ra méi trudng lam viéc ning dong, chuyén nghiép va day
thach thirc; noi ton vinh nhimng tai ning ctia moi cd nhan, tén trong tiing ca
tinh khac biét nhung c6 cing muc tiéu chung. Tai P4t Xanh Group, moi dong
g6p du nho nhét déu duoc ghi nhan va tudng thuong ximg dang, cong bang.
Pat Xanh Group di xdy dung hé thong chinh sach ddo tao, phat trién, ché do
phuc loi hdp dan, gilp tat ca cac thanh vién cd thé truong thanh va phat trién
su nghiép. Bén canh d6, nham tao dong luc va duy tri sy gin b6 cua ting
nhan vién, hang nam Tap doan déu trién khai nhiéu chuong trinh, tir dao tao
nang cao ki nang, hoat dong thé thao, vui choi y nghia: héi thao Pit Xanh,

ngay hoi gia dinh, cham so6c can b nhan vién nir ngay 8/3, 20/10, chic mung
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sinh nhat, team building, du lich hing nim, cudc thi v& tranh va trao hoc béng
cho con em CBNV... Pay 1a phuong chdm cta Dat Xanh nham giup doi ngii
nhan su phét huy téi da tiém niang v6i dinh hudng nghé nghiép rd rang, tao co
hoi phét trién ban than va trg thanh cac nha lanh dao trong twong lai.Céc
chuong trinh dao tao bao gom: dao tao hoi nhap cho tat ca CBNV, dao tao ky
ning nghé nghiép ngan han, chuyén sau, nang cao tay nghé cho nhan vién,
dao tao d6i ngii lanh dao tiém ning.Cac chuong trinh dao tao nang cao ky
nang 1am viéc va nghiép vu chuyén mén cho CBNV.Dat Xanh Group khéng
nging cai thién moi trudong va diéu kién 1am viéc dé tao sy thoai méi nhat cho
CBNV. Doi ngii CNBV tré - niang dong - nhiét huyét - tu tin — hoa dong —
than thién chinh 12 tai san quy gia nhat ma Pat Xanh dang so hitu. Pat Xanh
la mot trong nhitng don vi ¢ hé thong phuc loi tét nhat trén thi truong hién
nay.

1.6.3. Bai hoc kinh nghiém cho Cong ty Cé phdn doan dia éc Cat Twong

Novaland va Pat Xanh Group 1a doanh nghiép 1én trong linh vuc bat
dong san co6 nganh nghé twong déng véi CTG chinh vi vay tir nhimg kinh
nghiém tao dong luc lao dong tai Novaland va DAt Xanh Group bai hoc kinh
nghiém rat ra cho Céng ty c6 phan tap doan dja dc Cat Tudng d6 la:

Viéc quan tdm dén nhu ciu vat chat 1a diéu quan trong hon hét, nang
cao thu nhap cho nguoi lao dong phai dugc coi 14 muc tiéu hang dau cia
doanh nghiép.Can gin trach nhiém va thu nhap thuc té cua nguoi lao dong véi
s6 luong va chat luong cong viéc ma ho da hoan thanh. Chinh sach dai ngd
canh tranh v&i thi truong, bén canh luong thi cac khoan thuéng khong ¢ dinh
tiy theo két qua thuc hién cong viéc ciia nguoi lao dong. Nhu vy nguoi lao
dong s& nhan thdy dugc mdi lién hé chit ché giira tién luong tién thuong ma

ho nhan dugc véi két qua thyc hién cong viéc cua ban than tu do kich thich
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ngudi lao dong 1am viée tét hon, nd luc hon, dong thoi cling gop phan giir
chan duoc nguoi lao dong.

Tao ra moi trudng lam viéc chuyén nghiép, binh dang, cong bang, 10
trinh phat trién 5 rang cho tat ca cc thanh vién trong doanh nghiép lam cho
nguoi lao dong luén phan dau 1am viéc, nang cao trinh d6 chuyén mon dé
thing tién trong cong viéc.

Chu trong cong tac xay dyng van hoa doanh nghiép; xay dung moi
truong lam viéc hién dai, than thién, chuyén nghiép va Iy tudng quan hé dong
nghiép hai hoa, quan hé cép trén va cap dudi dua trén su ton trong 1dn nhau.

Thudng xuyén 1am tot cong tac dao tao, boi dudng nang cao trinh d6 va
k¥ ning chuyén mén cho ngudi lao dong. Duy tri hé thong danh gia ning luc

cong bang, minh bach va c6 10 trinh phat trién su nghiép rd rang.
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CHUONG 2: PHAN TICH THU'C TRANG TAO PONG LUC
LAO PONG TAI CONG TY CO PHAN TAP POAN PIA OC
CAT TUONG

2.1. Khai quéat vé Cong ty Co phan tap doan dia 6c Cat Twong.

2.1.1. Qua trinh hinh thanh, phat trién Cong ty.

Tén cong ty: Cong ty co phan tap doan dia 6¢c Cat Tudng (Cat Tuong Group).
Tén viét tat: CTG - Von diéu 18: 2.700 ti dong- Dién thoai: 19002836.

Dia chi tru sé chinh: 789 Ap Méi 1, xa My Hanh Nam, Duc Hoa, Long An.
Dia chi giao dich: 259A Nguyén Vin Trdi, Phuong 10, Phit Nhuan, TPHCM.

Mi s doanh nghiép: 1101389698 ding ky lan dau ngay 15.07.2011.

Nganh nghé hoat dong ciia céong ty.

- Pau tu va phat trién bat dong san dan dung: dat nén, can ho, nha phé,
biét thy, khu d6 thi, van phong, cao de, trung tdm thuong mai...

- Pau tu BPS cong nghiép: Dét cong nghiép, nha xuong, kho bai.

- BDS nghi dudng: Nha hang, khu nghi dudng, du lich sinh thai.

- Pau tu linh vyc xdy dung: Thiét ké va thi cong cic cong trinh dan
dung, cong nghiép, ha tang d6 thi, kinh doanh vat liéu xay dung.

Ngay 15/07/2011 Cong ty c6 phan Dja dc Cat Tuong Dirc Hoa thanh
lap dén nam 2017 d6i tén thanh CONng ty ¢ phan Tap doan Pia dc Cat Tuong
(CTG).

CTG hién nay vaoi 09 Cong ty thanh vién, 1a mai nha hoi tu cua hon
200 nhan su - Nhimg con ngudi ddy ning dong, sang tao, chuyén nghiép,
chung surc déng long, tan tam tan luc céng hién vi mot khat vong manh liét

dua CTG tré thanh Tap doan kinh té hang dau.
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2.1.2. B¢ may té chac cia cong ty.

CTG hoat dong theo mé hinh quan tri truc tuyén churc nang. Thé hién
1d dugc ning luc, chuy@n mén cua ting Vi tri chire ning, dam bao dugc quyén
ctia ngudi quan ly cua 1anh dao cap cao.

Nguoi thira hanh nhiém vu & cap dudi chi phu thudc cap trén truc tiép
vé toan bo cong viéc phai lam dé hoan thanh trach nhiém, nhiém vu.Nguoi
phu trach & mdi cap lai nhan dugc sy huéng din va kiém tra vé timg linh vuc
ctia cac bo phan chic niang tuong tng cta cap trén.

Cong ty duoc to chire va diéu hanh theo céc nguyén tic:

Thong nhdt vé t6 chirc: Cong tac to chirc bd may quan 1y diéu hanh va
viéc xay dung, thuc thi cac chinh sach va ché d6 phai duogc théng nhat trong
toan cong ty.

Tdp trung vé qudn Iy: Toan bd cac hoat dong hang ngay cua cong ty do
Tong giam dbc quan 1y va diéu hanh.

Phdn cdp quan 1y: Cong tac quan 1y va diéu hanh trong timg linh vuc
hoat dong cua cong ty do HPQT va Tong giam ddc phan cong, phan nhiém va
iy quyén cho thanh vién HPQT, ban tong giam ddc va/hodc cac nhan su
khéc.

Qua so do to chue dudi day cho thady Bo may to chirc co su phan quyén
lanh dao, khong tap trung hét quyén lyc trong tay ma giao mot phan cho céc
bd phan chirc ning. Piéu nay giup cong ty co tinh linh hoat cao, phan tng
nhanh véi sy thay d6i cia thi truong. Han ché duoc viéc chong chéo chuc
nang nhiém vu gitra cc bo phan quan ly. Nhitng nguoi 1anh dao truc tuyén
chiu trach nhiém veé két qua hoat dong va duoc toan quyén quyét dinh trong
don vi minh phu trach. Cac bo phan chtic nang khac nhau c6 méi quan hé
nhét dinh, hd trg bo sung cho nhau dé tham muu, dé xuat phuong an kip thoi

cho lanh dao.
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Tuy nhién nhuoc diém cua co cdu to chuc nay 1a bo may kha cong
kénh, t6n nhiéu chi phi quan ly, kha mat thoi gian khi xin y kién trinh duyét tir
lanh dao cao cap vi phai théng qua khéa day cac cap quan Iy bo phan, phong,

Giam dbc khéi va tham muu caa cac phong chirc nang lién quan

SO PO TO CHU'C CAT TUO'NG GROUP
CATTUONG
GROUP [ DAIHOI eCrI.e. COBONG ]
[ HOIDONG QUAN TRI ]
Bar u‘ m ar [ TONG GIAM DOC ]

% |~ = -l ]

B

Hinh 2.1 So @ b may té chic CTG
( Nguon: Phong nhan si CTG)
2.1.3. Két qud sdn xudt, kinh doanh ciza Cong ty.
Dit liéu cua Nhadautu.vn thé hién két qua kinh doanh cua CTG giai
doan 2016-2019 khong thuc su 6n dinh. Doanh thu thuan dat dinh vao nim
2017 vé6i 403,2 ty dong, 14i sau thué 55,2 ty dong. Tuy nhién dén nam 2019,

doanh thu va lgi nhudn gidam manh, chi con lan luot 151 triéu déng va 693
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triéu dong. Trén bang can ddi ké toan, quy mo cua CTG ting trudong kha an
tugng. Cu thé, tai san cong ty tai ngay 31/21/2019 dat 3.804 ty dong, ting
125,2% so vé&i sb dau nam; von chu so hitu 3.243 ty dé)ng, tang 121%; no phai
tra 561 ty dong, ting 153,3%. Du no vay ting manh, nhung c6 thé thiy hé sd
ng phai tra/von chi s hitu CTG tai ngdy cudi ky BCTC nam 2019 chi 1a
0,172.

Tinh hinh tai chinh ciia Dia 6c Cit Tuomg giai doan 2016 2019
(Donvi: Ty dong)
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Hinh 2.2 Két qua kinh doanh ciia cong ty
(Nguon: https://nhadautu.vn)
Bang 2.1 Béo céo tai chinh 2019-2021 Cat Twong Group

S6 lwong theo nim (Triéu dong)
Chi tiéu

2019 2020 2021
Téng doanh thu 693.151 928.410 501.231
Téng chi phi 545.856 808.211 471.205
Loi nhuan trude thué 219.636 120.199 30.029
Thué TNDN 68.636 24.040 6.006
Loi nhuan sau thué 151.000 96.159 24.023

(Nguon: Phong Tai chinh Ké toan ciia CTG)
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Trong bdi canh dai dich Covid 19 dién ra khip ca nudc dic biét TP HO
Chi Minh, khién cho hoat dong san xuét kinh doanh cua cac doanh nghiép bi
anh hudng nang né trong d6 ¢o linh vuc bat dong san. Vi viy nam 2020-2021
loi nhuan ctia CTG giam 3 rét. Trong tinh hinh khé khan chung ctia nén kinh
té ca nudc v4i phan 16n cac doanh nghiép bao 15 thi voi muc loi nhuan 2020-
2021 tuy khong phai 1a nhidu nhung ciing thé hién su ¢d ging cua tap thé
CTG . Doanh thu va loi nhuan sau thué ctia doanh nghiép ciing anh hudng
dén cong tac tao dong luc lao dong trong doanh nghiép. Doanh nghiép c6 ting
truong duong, s& co cac chinh sach lwong thuong, dai ngd 6n dinh va co tinh
canh tranh trén thi truong tr 6 gitip thu hut nhan tai cling nhu gitt chan nguoi
lao dong.
2.1.4. Pic diém lao déng ciia cong ty .

* Cor cdu lao déng cong ty phén theo trinh dé hoc van.

Trung %F'H Thac si
2% % ) 11%

Pai hoc
71%

Hinh 2.3 S lwong lao djng phin theo trinh d9 hoc van
(Nguén: Bdo cdo lao dong 2022-Phong Nhén suw CTG)
Qua bang s6 liéu cho théy lao dong tai CTG c¢6 trinh d6 cao cu thé lao
dong co trinh do thac si chiém 11% téng lao dong, lao dong co trinh do cao
déng- dai hoc chiém 80% téng lao dong tai CTG . Luc lugng lao dong co

trinh do cao thuong cé kha ning tiép thu kién thirc, k§ nang va cong nghé méi
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nhanh hon, diéu nay gitp cho cong vi¢c duoc thyc hién nhanh chong va hiéu
qua hon, gitip ting nang suat 1am viéc cua cong ty. Lao dong trinh do THPT
va TH-THCS chiém 9% trén tong sd lao dong, chu yéu 1a cong nhan vé sinh,
nhan vién bao v¢, tap vy, lam vuon tai cac van phong lam viéc va cac du an.
Pay 1a cac vi tri lao dong chan tay gian don, khong yéu cau cao vé trinh do
hoc van.

* Co cdu lao dong cong ty phan theo do tudi

m DO tubi

BTl 18 dén 30 tudi
Tir 31 dén 40 tudi

BT 41 dén 50 tudi

BT 51 dén 60 tudi

Hinh 2.4 S6 lwgng lao déng phan theo dd tuoi

(Nguén: Bdo cdo lao dong 2022-Phong Nhén sir CTG)

Cong ty so hitu doi ngii nhan vién da dang vé d6 tudi, kinh nghiém va

dic diém ca nhén, giup tang tinh da dang va thé hién sy da phong cach trong
quan 1y va giai quyét cac van dé khac nhau. Nhom lao dong tir 31 dén 40 tudi
chiém ti 1& 16n nhét trong cong ty voi 57% tong lao dong, nhom nay thudng
c6 kinh nghiém va sy 6n dinh trong cong viéc, gilip tao ra mot nén tang viing
chic va do tin cy cao trong cong ty. Piéu ndy c6 thé gitip cong ty giai quyét
cac van dé kho khan va phat trién 6n dinh hon trong twong lai. Tuy ho c¢6 kinh
nghiém lam viéc hon, nhung do6i khi cé thé khong c6 dong lyc cao nhu nhom

nhan vién tré tudi, ho thuong cd sy 6n dinh va c6 xu hudéng wu tién tinh



39

chuyén nghiép hon, 13 nhém dong d4o nhét trong té chtc va c6 anh huong 16n
dén tao dong luc lao dong.

Nhom lao dong tir 18 dén 30 tudi chiém 42% tong lao dong cla cong
ty. Nguoi lao dong thudc nhém nay thuong co dong luc cao hon, tinh than tré
trung, nhiét huyét va dam mé trong cong viéc, ¢ tiém ning dé trd thanh cac
nhan vién chién lugc trong tuwong lai va gop phan vao su phat trién cta cong
ty, ho thuong mudn duoc dao tao va phat trién nhanh chong dé co thé thang
tién trong cong viéc, nhung ciing 1a nhom cé ti 1& nhay viéc kha cao, can c6
nhitng chinh sach phu hop dé giir chan nguoi lao dong.

Nhom tudi tir 41 dén 50 tudi va tir 51 dén 60 tudi chiém ty Ié thap hon,
chi lan lugt 1a 18% va 2%. Piéu nay cho thay t6 chac ¢ s6 lwong nhan vién
trung nién va nguoi gia it hon. Lao dong thuoc nhém nay thuong la nhitng vi
tri quan ly cap cao c6 kinh nghiém va sy 6n dinh trong cong viéc, dong gop
kién thuc va ky nang quan trong cho cong ty.

Trén co s& phan tich co cdu do tudi lao dong trén, can ci cac nhom do
tudi lao dong dé cong ty dua ra cac chién luwoc quan Iy nhan sy ciing nhu
chinh sach tao dong luc lao dong phil hop. Picu nay cé thé bao gom viéc xay
dung chuong trinh dao tao va phét trién cho nhan vién tré, tao diéu kién thuan
loi d& nhan vién trung nién va nguoi gia dong gop va phat trién su nghiép, va
tao moi truong lam viéc da dang va tén trong sy da dang d6 tudi trong cong
ty.

2.2. Phan tich thuc trang tao ddng lue lao ddng cia Cong ty Co phan tap
doan dia 6¢ Cat Twong.
2.2.1 Xdc dinh nhu cdu cia nhan vién

Xac dinh nhu cau nhan vién c6 nghia 1a can phai biét rd nhiing nhu cau

nao da duogc thdéa man, dang dugc théa man, chua duoc thoa mén cho ting

d6i tuong lao dong, phong ban. Nam duoc nhu cau cua nguoi lao dong cé thé
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gitp doanh nghiép xac dinh dugce hudéng giai quyét cho cac van dé lién quan
dén nhu cau cta nhan vién. Hiéu duoc nhu cau cta ngudi lao dong trong cong
ty, can cr vao muc tiéu, chién lugc phat trién cua cong ty dé dinh hudng cac
chinh sé&ch tao dong luc lao dong tét hon. Tuy nhién, tai CTG dén thoi diém
30/08/2022 tac gia nhan thiy cdng ty chua thuc hién cong tac xac dinh nhu
cau cua ngudi lao dong trong cong viéc. Nhu cau caa nhan vién khong chi
lién quan dén mat vat chat ma con bao gdom khia canh tinh than va phat trién
ca nhan. Nhitng nguyén vong mong mudn cta nhan vién hién nay déu do
nhan vién chu dong dé xuat véi quan ly tryc tiép hoic phong Nhan sy, hoac
phan anh véi ban 1anh dao cong ty thdng qua cudc hop giao ban véi cip quan
ly. Piéu ndy dan dén viéc cong ty chua tan dung hét tiém ning va su dong
gop cua nhan vién, tir 46 anh huong dén su dong luc va hiéu suat lam viéc caa
ho. Chi khi nguoi lao dong nghi viéc thi cong ty mai biét dén nguyén nhan
nhitng nhu cau cua ho can khi & cong ty Ia gi, tuy nhién ldc biét thi cling da
qua muon, céng ty khéng gitr dugc ngudi lao dong.

Van dung ly thuyét cia Maslow vé nhu cau cia con ngudi, tac gia tién
hanh khao sat nhu cau cua ngudi lao dong (chia thanh 2 nhoém: Quan ly va
Nhan vién ) dya trén 10 tiéu chi, véi mirc d6 tir 1-10 trong d6 01 1a mirc quan
trong nhat va 10 1a muc it quan trong nhat va thu duoc két qua nhu bang 2.2.

Két qua khao sat trén cho thay c6 sy khac nhau vé mac do quan trong
cta cac nhu cau déi véi cac nhom lao dong.Poi v6i nhom lao dong 1a nhan
vién thi nhu cau co ban la nhu cau dugc quan tam hang dau diéu ho quan tam
dau tién khi 1am viéc tai cong ty la cac ché do vé tién lwong, thuong, phuc loi,
danh gia thuc hién céng viéc chinh xac, su phan cong cong viéc.

Péi véi nhom lao dong 1a cap quan Iy: Khac vai nhém nhan vién, nhom
quan 1y quan tdm dén nhu cau bac cao d6 1a nhu cau dugc céng nhan, ton

trong va danh gia cao vé kha nang lanh dao va thanh tyu ca nhan, tu chu trong
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cong viéc. Ho mong mudn nhan duoc su ¢6ng nhan va thing tién trong cong
viéc, cling nhu duoc coi trong trong té chire, ddi v6i nhém lao dong nay thi
tién lwong, thuong va phuc loi khong phai 1a mbi quan tam hang dau cua ho
khi lam viéc.

Bang 2.2: Két qua khao nhu cau cia ngudi lao dong

Mirc d) quan trong
STT Tiéu chi
Quan ly Nhan vién

1 Tién luong 5 1

2 Tién thudng va phic loi 6 2

3 Danh gia thyc hién cong viéc chinh xac 2 3

4 Moi truong lam viéc 8 7

5 Co hoi hoc tap nang cao trinh do 7 5

6 Quan hé dong nghiép t6t 10 9

7 Co hoi thang tién 4 6

8 Phong cach 1anh dao va quan ly 9 8

9 Puoc cong nhan thanh tich 3 4

10 | Tu chu trong cong viéc 1 10

(Nguon: Két qua khdo sat)

DPé cong tac tao dong huec hiéu qua cong ty can dua ra cac bién phap va
chuong trinh cy thé dé thu thap théng tin vé nhu cau va mong muébn cua
nguoi lao dong, khuyén khich nguoi lao dong thé hién nhu cau caa minh. Khi
nha quan 1y c6 duoc bic tranh téng thé vé nhu cau cta nguoi lao dong trong
cong ty, s& phan anh duoc mirc d6 théa man cia ngudi lao dong vé cac nhu
cau, thyuc trang cta cac chinh sach ma cong ty dang ap dung c6 tao ra dong
luc lao dong hay khdng. Tir d6 1am co so dé cong ty co thé lya chon phuong

phap tao dong luc phi hop dé kich thich ngudi lao dong nd luc lam viéc, hay
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noi cach khac nam bét dugc nhu cau cia ngudi lao dong 1a dé dinh huéng va
hoan thién chinh sach tao dong luc lao dong trong cong ty.
2.2.2 Phén tich thuc trgng tao dong lwe lao déong thdng qua cbng cu vt
chat
2.2.2.1 Tao ddng luc thdng qua cong cu Tién hrong:

Cong ty cd phan tap doan dia ¢ Cat Tuong c6 chinh sach luong, thu
nhap va phuc lgi dugc ban hanh ngay 30/07/2021 c6 hiéu luc tir 01/01/2022.

o Ché dg chi tra lwong.

- S6 ngay va gio 1am viéc dé tinh luong: 8h/ngdy, 44h / tuan.

+Thanh toan luong thang:vao ngay cudi ciing ctia thang lam viéc.

+ Hinh thtc tra luong: Bang chuyén khoan hodc tién mit.

+ Phiéu luong dugc chuyén dén nguoi lao dong thong qua app CTG
(Phu luc 2)

e Cong thuc tinh tién lwong cia CBNV duoc tinh nhu sau:

TTN= LCB+LNG+L13+ LKD+LHS+PHC+ Cac khoan phat sinh khac

Trong do:

- TTN: Téng thu nhap CBNV

- LCB :Luong co ban la sb tién lwvong CBNV dugc nhan hang dugc
tinh theo s6 ngay lam viéc tiéu chuan trong thang ap dung theo cong thirc sau:

LCBx NC (i)
LCB (i) =

NCC
Trong do:

LBC(1): Luong co ban thyc nhan thang thir i cia CBNV
LCB: Luong co ban theo HDLD
NC (i): Ngay cong lam viéc thuc té va ngay cong theo ché do c6 huong

luong trong thang thir 1 cta CBNV
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NCC: Ngay c6ng tiéu chuén trong thang theo qui dinh cta cong ty.

-LNG: Luong ngoai gio.

- L13 : Luong thang thir 13 1a tién luong tra cho CNNV tuwong tng 01
thang luong co ban néu cac nhan lam du 01 nam lién tuc tai cong ty hoic theo
ti 18 twong ung véi s6 thang lam viéc thyuc té trong nam néu chua du 01 nim
lam viéc lién tuc tai cOng ty. CBNV chi dugc nhan Iwong thang 13 néu con
lam viéc tai cong ty dén hét ngay 31/12 hang nam.

- LKD: Luong kinh doanh 13 khoan tién lwong ma CBNV duogc hudng
khi két qua kinh doanh ctia cong ty dat chi tiéu ké hoach thang/quy/nam.

- LHS: Luong theo hi¢u

- PHC: Phu cép.

- Luong lam thém gio: Chi 4p dung cho CBNV dudi nhom quan 1y
cép trung da ky HDLD c6 dam nhan cong viée, trach nhiém, chirc nang phai
lam ngoai gio tir 02 gio trd 1én trong ngay. Riéng Nhom tai xé huong mirc
lwong 1am thém gid ¢b dinh: 1.500.000 dong/ thang.

+ Hinh thtrc va cach tinh lam thém gio:

Tién lwong 1am thém gid vao ngay thuong, nghi hang tuan, nghi 18 tét

c6 hudng luong:

Tién luong Tién luong gid thuc tra cua cong viec 150% hoic S6 gio
lam thém gio = dang lam vao ngay lam viéc binh thuong x 200% hoac x lam thém
300%
Trong do:

Tién luong gio thyc tra cua cong viéc dang lam vao ngay lam viéc binh

thuong duoc xac dinh 14 tién luong co ban ciia mdi CBNV (TLG).

TLG = Tién luong co ban Ngay céng chuan cua
Cua thang lam thém gio +  thang lam thém gio + 8
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Ti 1& % tinh lwong lam thém gid: Mtic 150% so voi tién luong gid thyc
tra binh thudng néu lam thém gid ngay binh thuong. Muac 200% so véi tién
lwong gio thuc tra binh thudng néu lam thém gid vao ngdy nghi hang tuan.
Mirc 300% so véi tién lwong thuc tra binh thuong néu 1am thém vao ngay 18,
tét, ngdy nghi co6 huong luong chua bao gdm tién luong cta ngay nghi 18 tét,
ngay nghi c6 hudéng luong.

- Nghi bu: Ap dung d6i véi truong hop CBNV cac cip dugc yéu cau
tham gia ban hang phuc vu cac sy kién cong ty vao cic ngdy nghi hang tuan
hoac ngoai gio l1am vi¢c theo qui dinh hoac duoc yéu cau 1am thém ngoai gio
trong nhiing tinh hudng bat budc.

Céch tinh ngay nghi bu:

S6 gior 1am thém x hé sb 1am thém gio

S6 ngay nghi b =
8
Hé s6 1am thém gi0 dugc tinh nhu sau:

Hé sb 1.0 4p dung ddi v6i gid 1am thém vao ngdy thudng hodc ngay
nghi hang tuan.Hé s6 3.0 ap dung d6i voi gio 1am thém vao ngay nghi 18, tét.

- Luong trong thoi gian thir vige:

Mtc tién luong co ban va cac loai phu cap khac cia CBNV dang thir
viéc dugc xac dinh theo Thu moi nhan viéc va khong duogc thép hon 85%
murc tién luong chinh thirc.

e Qui dinh vé& xét duyét luong

- CBNV ¢ céac chirc vy, cap bac dang lam viéc & cong ty va da ky
HDPLD xéc dinh thdi han tir 01 dén 03 nam, HPLD khong xac dinh thoi han
1a dbi twong duge xem xét diéu chinh lwong theo ké hoach/ dinh ky.

- Thoi gian xem xét diéu chinh luong hang niam: Viéc dé nghi duogc
thue hién mdi ndm mét 1an vao qui 1 hang nim khi c¢6 két qua danh gia hiéu

suat lam vi¢c cia nam trudc va cong ty co két qua hoat dong san xuat kinh
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doanh. Thoi gian ap dung muc lwong/téng thu nhap méi sau khi dugc diéu
chinh tang la ngay 01 thang 04 hang nam.

Véi két cau luong hién tai theo qui ché luong cta cong ty da dam bao
tinh hop phap theo qui dinh cua phép luat lao dong cling nhu dam bao duogc
cong bang bén trong cho ngudi lao dong, di tinh dén day du cac yéu td cau
thanh thu nhép c6 tac dung kich thich nguoi lao dong dé ho c6 y thire nd luc
¢ gang 1am viéc dat hiéu qua. Trong cdu phan cta tong thu nhap nguoi lao
dong tai CTG thi lwong co ban va luong thang 13 1a yéu t6 duy tri ¢b dinh, vi
dugc xac dinh theo hop dong lao dong hodc qui dinh cong ty va khong phu
thudc vao két qua lam viéc hay dong luc ca nhan. Cac yéu td con lai (LNG,
LKD, LHS va PHC) 1a cac yéu tb bién doi thuc day, tic 1a mic luong phy
thudc vao két qua tao dong luc va/hoac két qua lam viéc cta nhan vién. Ty
trong ctia phan bién d6i nay s& phu thudc vao quy dinh va chinh sach cua
cong ty. Cac yéu t6 bién do6i nay co thé thic day dong lyc lam viée va két qua
lam viéc ctia nhan vién néu duoc thiét 1ap va ap dung cong bang va minh
bach.

Tac gia tién hanh khao sat danh gia nguoi lao dong vé tién luong trong
d6 c6 cau hoi “ Anh chi danh gia vé mirc lwong va cach tinh luong hién tai”
va két qua nhu sau:

B 1 Hoan toan khéng dong y
W 2 Khong dong
3 Khéng y kién hoc phan van

khoéng biét lwa chon PA nao

m4DPodngy

m 5 Hoan toan déng y

Hinh 2.5 KQ danh gia vé mirc lwong va cach tinh hrong hién tai.

(Nguén: két qud khdo sdt ciia tdc gia).
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Qua bang két qua khao sat tiéu chi “Danh gia vé muc luong va céch
tinh luong hién tai “cho thiy chi co6 24% ngudi lao dong khong dong y vé
mtrc luong va cach tinh lwong hién tai ctia cong ty tip trung chi yéu roi vao
nhém nhan vién k¥ thuat va k¥ su du an thude khoi thiét ké, quan ly dy an va
xay dung, nhan vién lau ndm & phong Hanh chinh kinh doanh va phong Chu
quyén khach hang. 43% nguoi lao dong hai 1ong v6i mire lwong va cach tinh
lwong hién tai & cong ty. 33% nhan vién khong c6 ¥ kién hodc phan van chua
biét Iira chon phuong 4n nao.

Mirc thu nhap binh quin cida ngudi lao dong trong cong ty dugc coi la
miurc thu nhap kha so v&i cac cong ty khac cung nganh va tang theo hang nam.
Pam bao dugc cong bang bén ngoai vé ché do luong cho ngudi lao dong.
Khung lwong ctia mot sd vi tri trong cong ty (Phu luc 3)

Chinh sach lvong ctuia cong ty méi dugc ban hanh nam 2021 va 4p dung
chinh thirc tr nam 2022, nhung lich str hinh thanh ctua cong ty da c6 trén
mudi ndm vi vy bat cap hién nay 13 nhitng lao dong méi tuyén dung vao ludn
ludn nhan mic lwong cao thuong & muc tdi da cta khung, con nhitng lao
dong c6 tham nién lam viéc lau ndm tai cong ty cung vi tri d6 thi nhan mic
thap nhat hodc trung binh cua khung. Gay nén sy bat man cho nguoi lao dong
c6 thot gian lam viéc 1au nam tai cong ty.
2.2.2.2 Tién thuong

Bén canh tién luong, thi tién thudng 1a mdt cong cu quan trong trong
viéc tao dong luc lao dong cho CTG . Dac biét 1a cong ty trong linh vuc dich
vu dau tu bat dong san, dé dam bao cac chi tiéu kinh doanh dat két qua, thi
tién thuong cé tac dung khuyén khich nguoi lao dong hing say lam viéc, phan
dau dat cac myc tiéu cong ty dé ra.

Qui dinh thudng cu thé
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+ Thwong thang:

Qily thuong thang duoc thiét 1ap theo cong thic:

Qily thuwéng thiang = 0.2% x doanh s6 thwe hién trong thang.
Quy thwéng thang

Ty 1€ thuwdéng theo thang =
Qily lwong thang
Mitc thwéng mdi CBNV = Ty 1¢ thuéng theo thang x Luong tinh thuéng
Trong do:

S6 ngay lam viéc trong ky tinh thuéng

Lwong tinh thuwong = - x Mirc lwong
Tong so0 ngay lam vi¢c tiéu chuan trong ky tinh thuwéng

Piéu kién tinh thuéng: CBNV nhan viéc trudc ngay 10 hang thang va
con 1am viéce tai thoi diém xét thuong; CBNV nghi viéc sau ngay 20 trong
thang tinh thuong; CBNV khong vi pham qui dinh cOng ty tor mirc ky luat
khién trach tro 18n trong thang tinh thuéng; ddi véi CBNV ¢6 vi pham qui
dinh cua cong ty & mic do nhic nhd (bang email/vin ban) trong thang tinh
thudng thi CBNV chi dugc hudéng 50% thudng.

Thoi gian chi tra thudng 1a tir ngay 10 dén ngay 15 duong lich cta
thang tiép theo.

+ Thwong quy:

Qily thudng quy duoc thiét 1ap theo cong thic:

Qily thwéng quy = 0.2% x doanh sb thuc hién trong quy.

Diéu kién xac 1ap quy thudng: tong doanh sé thyc hién trong quy >=
tong doanh s6 muc tiéu trong quy.

Pau quy, mdi CBNV duoc xac 1ap muc tiéu (Target) can hoan thanh

trong quy. Ty 1€ dat muc ti€éu vao cuoi quy do Giam doc khoi xac nhan 1a can
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ctr tinh thuong quy cho CBNV. Vi du: Mau xé&c 1ap muc tiéu (Target) can

hoan thanh trong quy (Phu luc 4).

Muc thuong cho tiing CBNV duoc xac 1ap dua trén ti 1€ Target dat

dugc trong quy va ty 1& % luong ciia CBNV so véi tong qui luong ciia cong

ty.

Ty trong lwong CBNV =

Lwong tinh thwéng

Qiiy lwong thang

Qiuy thwong quy x (Ti trong lwong cua CBNV x Target dat dwgc)
Ty 1€ trong lwong CBNV =
> (Ty trong lwong cia CBNV x Target dat dwoc)

Piéu kién xét thudng quy cho CBNV: nhédn viéc truéc ngay 10 cua

thang thtr 2 trong quy va con lam viéc dén ngdy cudi cing ctia quy xét

thudng.

Thudng doanh s6 quy duge chi tra tir ngdy 10 dén ngay 15 cua thang

tiép theo quy hoan thanh ( cung thdi diém chi thuong doanh sb thang cudi

cung trong quy).

+ Thwong ndam:

Qily thwéng nam= Ty I€ xic lap quy thwéng niam x DS thue hién trong ndm

Bang 2.3 Bang quy ddi ty 1é x4c 1ap quy thwéng nim.

STT Trwong hop Ty 1€ xac lap Ghi chu
quy thuwéng nam
1 KPIs > 90% 0,6%
2 80% < KPIs <90% 0,5%
3 70% < KPIs <80% 0,4%
4 KPIs < 70% 0,3% Tuong trng mot thang luong

(Nguon: Chinh séch chi thuéng thdng, quy, ndm — Phong nhan sy CTG)
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Vi du: Doanh sb muc tiéu mang bat dong san dan dung: 4.500 ty
VNDPDoanh sb thyuc hién mang bat dong san dan dung : 3.825 ty VND

3825
KPIs doanh s6 = x 100 = 85%
4 500
Vi KPIs doanh s6 dat 85%, tuong (mg vdi ti 1& xac lap quy thudng 1a

0.5%:
Qily thudng nam = 0.5 % x 3 825 ty déng = 19.507.500.000 dong.

+ Qiiy thwéng nim theo tirng Khoi
Cian ctr vao KPIs doanh sb dat duoc cua cong ty trong 06 thang cudi
nim cung KPIs cong viéc dat duoc cua timg Khdi trong 06 thang cudi nim,
KPIs tong cua khdi duoc xac 14p trén nguyén tic nhu sau:
KPIs tong khdi = 60% + (40% x KPIs cong viéc Khoi) .
KPIs tong khoi

Ty 1€ %KPIs so véi toan cty = - -
>.(KPIs tong khoi caa toan cong ty)
Quy thudng cho tung khoi dugc xac 1ap dua trén ty 1€ % KPIs cua

ting khéi so véi tong KPIs toan cong ty va ty 1& % quy luong khdi so véi
tong quy luong toan cong ty .

Vi du: V61 mtc thudng t6i da duoc xéc lap ¢ vi du trude la
19.507.500.000 dong, tong quy thudng cua timg khdi duge xac dinh dya trén
danh gia KPIs cong viéc ctia khdi (Phu luc 5).

+ Murc thuwong nam theo tieng cda nhan

Khéi HCNS va giam doc Khdi chuyén moén co trach nhiém xac lap
KPIs cua timg CBNV trong khdi.CBNV dugc xét thuong cudi nam dua vao
két qua danh gia KPIs cudi nim va quy thuong cua Khoi di dugc xac lap.
Piéu kién xét thudéng nim ciia CBNV ap dung cho nhitng CBNV c¢6 thoi gian

lam viéc trong nam xét thudng tur du 03 thang tro 1én.
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Vi du:Voéi mirc thuong tdi da cho khdi B 14 1.625.596.281 dong thi
tong quy thudng cta timg ca nhan duoc xac dinh theo Phu luc 6.

+ Chinh sdch thwong nong.

Bén canh hinh thuc thuong thang/qui/nam, thuong cd nhan, thudng
khéi thi cong ty con ap dung chinh sach thudong néng.

Ngudn quy thuong nong duoc trich tir qui thudng, chi phi tiép nhan dy
an va ngudn khac. Qily thuong néng khong vuot qua 20% tong quy luong cin
ban hang nam.

Mic thuong t6i da: 03 ty dong. Puoc tra thudng thanh hai dot. Pot 1-
50% s6 tién thuong néng duge thanh toan bang tién mat tai thoi diém ra quyét
dinh thudng. Pot 2-50% con lai sé dugc thanh toan vao dot danh gia hi¢u suét
cong viéc dinh ky 06 thang ké tiép gan nhat. Trong trudng hop ca nhan, tip
thé khong hoan thanh ké hoach nim dugc giao nhung da nhan thuéng nong
thi khoan thudng néng nay sé duoc khau trir vao ky xét thuong danh gia hiéu
suat cong viéc hang nam.

Diéu kién thuong noéng: Cac ca nhan, tip thé dap tng duoc mot trong
cac diéu kién: Hoan thanh t6t cong viéc co tinh dot xuat, khong nam trong
pham vi ké hoach nam va mang lai loi ich 16n ddi voi cong ty; Hoan thanh tdt
cong viée co tinh chat then chdt va sém hon thoi gian du kién, 13 trong tdm
cua cong ty; Hoan thanh Xuat sac cong viéc trong ké hoach, mang lai loi ich
16n cho cong ty; Co sang kién trong cong viéc va mang lai loi ich 16n cho
cong ty.

Quy trinh xét thuong: cac dé xudt vé thuong nong (bao gdm mirc
thuong) s& do quan 1y truc tiép 1ap va chuyén dén cho Hoi dong nhan su.
Giam doc Khoi HCNS sé tién hanh tham dinh, danh gia dé xuat bao gom murc
thudng trong thoi gian 03 ngay lam viée. Hoi dong nhan sy cong ty s& xem

xét va quyét dinh mirc thudng.
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Ngoai c4c hinh thirc thuong néu trén, thi mdi ndm vao cudi nim lam
viéc, mdi phong ban ty binh chon 01 c4 nhan xuét séc cla Phong ban dé vinh
danh trong budi 18 téng két hoat dong. Vi¢c lya chon nhan vién Xuét sic cua
phong ban do quan 1y truc tiép don vi d6 quyét dinh va gii danh sach vé
Phong Nhan su dé 1am quyét dinh khen thudng ciling nhu bang khen va giai
thudng.

Nhu vay bén canh chinh sach luvong thi chinh sach thuéng tai CTG da
dang gop phan gia ting dong luc lao dong tai cong ty.

Téc gia da tién hanh khao sat ngudi lao dong thudc cong ty vé muic dd
hai 1ong ctia nhan vién vé tién thudng thu duoc két qua nhu sau:

3

2.95
2.9

2.85
2.8

-
2.7

Céac khoan thwédng  Muirc thwdng hop ly va  Viéc binh chon, danh  Tiéu thirc xét thuwdng ro

dwoc phan chia mot c6 tac dung khuyén gia, xét thwéng cong rang, hop ly
cach coéng bang dwa khich khai, nghiém tuc
trén két qua thuc hién
cong viéc

Hinh 2.6 Khao sat mirc d hai long ciia nhan vién vé tién thwéng

( Nguon: Téng hop két qud khdo sdt cia tac gia)

Két qua khao sat cho thdy voi ti 16 danh gia 2.98 cho tiéu chi muc
thudng hop 1y va cac tac dung khuyén khich ngudi lao dong. Tuy nhién viéc
binh chon danh gid xét thuong cong khai, nghiém tic lai chua dugc thuc hi¢n
tét. Diéu ndy ciing anh huéng dén tdm 1y cua nguoi lao dong va giam tinh
than ctia nguoi lao dong. Viéc phan phdi tién thuong cho ngudi lao dong chua
¢ can ¢t khoa hoc tic thiéu cong cu danh gid cu thé, do luong, chinh xéc,
ddng bo trong cong ty ma mai chi ding lai & ¢4 nhan nguoi lao dong ty 1am

bi€u mau danh gia, va cap trén ddnh gid mdt cach chu quan, chua phan anh
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dugc chinh xac nang suat, hiéu qua, thanh tich ctia nguoi lao dong. Pdi véi
thudng qui/ 06 thang/ nam thi chi tiéu dé dat thudong 1a qué cao so véi tinh
hinh kinh doanh thuc té cta coéng ty ting nim, dong nghia véi viée tién
thudng ndy méi chi dimg lai trén chinh sach chi khong di vao thuc té. Viéc
dat muc ti€u qué cao so vdi tinh hinh kinh doanh hi¢n tai lam cho nguoi lao
dong c6 cam giac khong thé nao thyc hién duge nén ciing khong min ma véi
cac khoan thuong do, va nhu vay viéc thuong qui/ 6 thang/ nam bén canh
thuong nong, lwong thang 13...1ai khong ¢ phat huy dugc van dé tao dong
luc lao dong.
2.2.2.3 Phuc loi

Nham tao dong luc va thuc day CBNV lam viéc dat hiéu qua cao, gia
tang gia tri thé hién va dong gop cho cong ty ciling nhu xdy dung va phat trién
moi truong lam viéc chuyén nghi€p, than thién, hi¢u qua, sang tao, bén viing,
day manh tinh than dong do6i, hoat dong doi nhom cong ty ludn chu trong dam
bao chinh sach phuc lgi cho CBNV. Chuong trinh phuc lgi duge cu thé hoa
trong chinh sach ché do phtc lgi cho CBNV c6 hiéu luc ap dung tir ngay
01/01/2022. Gém co:
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Bang 2.4 Bang thong ké cac loai phic loi tai CTG

Stt |Loai phiic | Diéu kién ap dung Mirc huwéng
loi
1 Phu cap | CBNV giit chtc vu quan 1y t6i da khong
trach nhiém: vugt qua 20%
tong thu nhap
2 Phu cép CBNYV khi kiém nhiém/nhan thém | cua CBNV.
ki€ém nhi€ém | trach nhi¢m/ nhiém vu cong viéc
cua mot nhan su khac
3 Phyu cap thu | 4p dung cho cac chuc vu/vi tri doi
hut hoi CBNV c¢6 trinh d6 lau nam tai
cac tO chiic uy tin trong nudc va
nudc ngoai
4 | Phy cip luu |hd tro CBNV khi dugc bd tri noi
dong lam viéc tam thoi qua khu vuc
khéc ctua cong ty hoac lam viéc tai
cac dia diém c6 diéu kién lam viéc
dudi tiéu chuan cua Cong ty.
5 | Phu cdp com | Toan thé CBNV 45.000 dong/
trua. nguoi/ ngay
6 |Phu cap gui| Toan thé CBNV giri xe khong phai | 300.000
Xe tai cong ty. dong/thang/xe
7 Phu cip tién | CBNV duogc cong ty ctr di lam | Muc phu cip
nha viéc & mot dia diém khac noi tru | dwoc 4ap dung
so lam viéc chinh cta cong ty cho tung trudong
8 Phu cip nghi | CBNV la ngudi nuce ngoai 6 vi tri | hop cu thé.
phép  tham | TGD, PTGD, giam dbc khoi da ky
nha HBPLD xac dinh thoi han tr 1-3
nam.
9 BHXH- CBNV ky hop dong lao dong xac | Mizc luong co
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BHYT- dinh thoi han 03 thang trd 1én ban thuc té.
BHTN
10 |Bao  hiém | Toan bd cap quan ly 10.000.000
suc khoe tai ddng/ nam
nan Quan 1y c¢o6 thoi gian lam viéc tu | 3.000.000
du 01 nim tr& 1én dugc cong ty | ddng/nim
mua BH strc khée cho 01 nguoi
than
Toan thé¢ CBNV
11 |Kham  strc | Nam 1.500.000
khoe dinh ky dong/nguoi
N 2.000.000
dong/ngudi
11 | Du lich hang | Toan thé CBNV 10.000.000
nam dong/
nguoi/nam
12 |Tham  hoi | CBNV nghi bénh phai nam vién | 1.000.000 dong/
CBNV  6m lan.
dau
13 [Chi phi hd | T& than phu miu, vo hoic chong, | 2.000.000 dong/
trg ma chay | con cia CBNV mat nguoi
CBNV mat 5.000.000 dong/
nguoi
CBNV két hon 2.000.000
ddng/ngudi/lan
14| Chi phi chuc FegNy sinh con 1.000.000
ming Vi ddng/con
hy CBNV nir sinh con ngoai trg cap | bang 01 thang
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thai sain do BHXH chi tra, cong ty
con trg cap thai san

lvong co ban

1én ¢6 nhu cau tam Gng luong véi
cac muc dich: cudi hoi, stra chita
nha cura, chita bénh cho ban than
hoac nguoi than ( cha me, vg
chdng, con céi)

15 |Tét nguyén | Toan thé CBNV 2.000.000 dong/
dan nguoi/nam

16 |Qua  sinh| Toan thé CBNV 500.000
nhat ddng/ngudi/nim

17 | L&30/4-01/5 | Toan thé CBNV

18 | Quéc khanh | Toan thé CBNV
2/9

19 |[Qua trung | Toan thé CBNV 600.000 dong/
thu: nguoi/ nam.

20 |Qua  ngay | con CBNV dén 15 tudi 300.000 dong/
01/06 con

21 |Qua  ngay | CBNV ni 300.000 dong/
08/03 cho nguoi

22 | Qua  ngay | CBNV nir
20/10

23 | Tét  duong | Toan thé CBNV 1.000.000 dong/
lich nguoi/nam

24 | Tam tmg | CBNV lam viéc cho cong ty t6i | T6i da
luong thiéu 01 nim trd 1én, dang thuoc | 60.000.000

hop dong lao dong 12 thang trd | nguoi/nam.

(Nguon: Phong nhan su- CTG).

e Céc ché do phtc loi tr Cong Poan
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Ngoai cac ché do phuc loi tir cong ty duge dé cap ¢ trén, cong doan
cong ty s& ¢ ngan sach hang nam cho cac hoat dong phuc lgi theo quy ché
cong doan.

Nhu vy cong ty da thuc hién day du cac khoan phu céap theo qui dinh
ctia nha nude, thuc hién chi tra phu cap day du ding thoi gian qui dinh.

Pdi v6i CTG chi mot ché do lwvong, CBNV dugc dong BHXH trén
lwong thuc té tham gia, du véi mire lwong nay sé gia tang chi phi cho céng ty,
nhung dam bao dugc quyén loi cho nguoi lao dong. Va muc luong tham gia
BHXH 1a muc luong thuc té nén cao hon rat nhiéu lan so véi muc nha nude
quy dinh.

bam bao thuc hién dﬁy du, ding thot gian cac khoan phuc g1 bét bude
nhu bao hiém x4 hoi, bao hiém y té, bao hiém thit nghiép, cac ché d6 ém dau,
thai san, tir tudt theo ding quy dinh cta phap luat.

Tac gia tién hanh khao sat vé danh gia cua ngudi lao dong vé ché do
phuc loi ciia cong ty hién nay két qua thu dugc nhu sau:

4.5

4

3.5
2.5
1.5
0.5

0

Ché& d6 phuc lgiclia  Su cong bangtrong  Thoi diém chitrd  Cac ché d6 phc loi
cdng ty so vdi cong ty chitrd phuc lgi gitra phtc lgi hop ly
khdac cung nganh cac nhan vién

w

N

[EEN

Biéu dd 2.1 : Két qua danh gia cia NLD vé ché d¢ phiic loi
( Nguon: Tong hop két qua khdo sdt ciia tic gid)
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Qua chinh sach phuc loi caa CTG va két qua khao sat néu trén cho thay
cong ty c¢6 su quan tim dic biét dén khong chi 1a CBNV ma con 1a nguoi than
ctia ho. Gop phan tao dong luc cho nguoi lao dong hang say lam viéc, ciing
nhu gin b6 véi cong ty. Chinh sach phuc loi gép phan nang cao doi song vat
chat va tinh than cho nguoi lao dong, lam gia ting uy tin cia doanh nghiép
trén thi truong, tir d6 thu hat duge lao dong cé chit luong. Thoi diém chi tra
ché @6 phuc loi kip thoi dam bao dong vién khuyén khich nguoi lao dong kip
thoi

Tuy nhién phan phic lgi cia cong ty &p dung chung cho toan thé
CBNV khéng phan biét thanh tich, diéu d6 co nghia khong dam bao cong
bang bén trong cua ché do phuc loi cho ngudi lao dong, tir d6 1a khong lam
gia tang su nd luc cd gang cua ngudi lao dong bai 18 du lam dat yéu cau hay
khong, gioi hay do déu dugc huong cac phic loi day du nhu nhau. Két qua
khao sat cho thdy sy cong bang trong chi tra phuc loi gitta cic nhan vién
khong dugc danh gia cao
2.2.3 Phan tich Thuc trang tao dong luwc lao déng thong qua cong cu phi
vdt chat
2.2.3.1 Danh gia thuc hign cong viéc

Panh gia thuc hién céng viéc la so sanh tinh hinh thyc hién céng viéc
clia nguoi lao dong so V& yéu cau cia cong ty. Dé danh gia thuc hién cong
viéc ching ta cin ¢t vao céc tiéu chuan, tiéu chi danh gia da duogc cong ty
théng qua nham danh gia mot cach khach quan, chinh xac, tao nén sy théng
nhat va cdng bang. C6 nhiéu phuong phap danh gia THCV khac nhau, dinh
ky danh gia mdi doanh nghiép ap dung khac nhau.

Tai CTG, co so dé xay dung cac tiéu chi danh gia 1a bang mé ta cong
viéc. Mdi vi tri trong cac phong ban déu duoc xay dung bang mé ta cong viéc

ré rang dé nguoi lao dong nam duoc trach nhiém va quyén han cia minh
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trong qué trinh 1am viéc. Phuong phap danh gia xép hang duoc ap dung phd
bién tai CTG, két hop véi phuong phap so sanh. Pinh ky danh gia qui/ 06
thang/ nim c4c phong ban trién khai danh gia dé lam can c tinh thuong hoic
binh chon thi dua tong két nam.

DPdi voi danh gia qui, nguoi lao dong tu dua cac ti€u chi danh gia dua
trén cdng viéc thuc té dang thuc hién va ty danh gia, sau khi nguoi lao dong
danh gia thi quan Iy truc tiép danh gia va giam doc chirc nang phé duyét. Sau
d6 phiéu danh gia dugc chuyén 18n Phong Nhan su dé thuc hién cong tac tinh
thuong.

Déi véi danh gia ndm, cin cir chuong trinh thi dua ndm cua cong ty va
chi tiéu nhan sy ngudi quan Iy truc tiép s& sap xép theo tha ty tinh hinh thuc
hién cong viéc cu thé caa nhan vién trong phong theo thir tu tir trén xuéng dé
lva chon dugc nhan vién phu hop.

Két qua danh gid duoc st dung cho viéc phan phdi tién thuong
thang/qui/06 thang/ nam ciing nhu chi tra ché do thi lao.

Cach danh gia thuc hién cong viéc tai CTG don gia, dé hiéu, d& ap
dung. Nguoi lao @ong tu nhin nhan lai minh khi dugc chu dong xay dung cac
tiéu chuan danh gia cho cong viéc ban than dang phu trach tir d6 c6 su nd luc
dé dat duoc két qua cao.

Tuy nhién vai cach thie danh gia THCV hién nay chua phan anh chinh
xéac két qua thuc hién cong viéc cia nguoi lao dong, ma con mang tinh chu
quan, thién vi hoic thanh kién do khong cé su théng nhat vé tiéu chi danh gia
ma hoan toan phu thuéc vao chua quan ctia nguoi danh gia. Viéc danh gia chi
méi dung lai ¢ viéc dé phan chia tién thuong hodc téng két theo théng bao
cuia cong ty dua ra ting thoi diém. Ty thudc vao quan ly tung phong ma

cach xép loai danh gia khac nhau. Do d6 khong phan anh chinh xac két qua
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quéa trinh 1am viéc cia nguoi lao dong ciing nhu khong dam bao cdng bing,
khéch quan khi danh gia THCV.
2.2.3.2 Chinh sdch dao tao va phat trién nhan luc

Dé khong ngimg ning cao chat lugng nhan sy, ning suit va hiéu qua
lam viéc dap tmg duoc su thay d6i hang ngdy cia thi truong thi cong tac dao
tao va pha trién nhan luc can dugc chi trong. COng ty da ban hanh quy ché
dao tao theo quyét dinh s6 322/2020/QQD-POCT ngay 20/11/2020 nham
nang cao ning luc ctia nhan vién dé hoan thanh tét cong viée duoc giao, dong
thoi tao diéu kién dé xay dung ngudn luc dép tng theo dinh hudng phat trién
cua cong ty.

-Phan loai dao tao : Co hai loai 1a theo dinh hudng va theo muc dich

+ Theo dinh huéng: DPao tao dinh hudng cong viéc : day 1a hinh thuc
ddo tao vé cach thirc thuc hién mot cong viéc rieng bict nhét dinh, st dung
cach nay dé 1am viéc trong hé thong.

Dao tao dinh huong doanh nghi¢p: La hoat dong dao tao hoi nhap
doanh nghiép nhiam gitp CBNV 1am quen voi cong ty, cac quy tic tng xu,
giao tiép va cac phuong thirc lam viéc trong hé thong cong ty.

+ Theo muc dich

Tap huan chuyén mén nghiép vu: nham cung cap thong tin, kién thirc,
k¥ ning méi, huéng dan cho CBNV thuc hién cong viéc chuyén mén theo
dung yéu cau thuc té cong ty.

Dao tao nang cao trinh d6 chuyén mén: Thudng t6 chirc dinh ky nham
gitip CBNV bd sung va cap nhat kién thitc méi phuc vu cong viéc va nang
cao chat lugng hiéu qua cong viéc.

Pao tao nang cao trinh d6 chuyén mon: Thudng t6 chirc dinh ky nham

gitip cho d6i ngit chuyén mén tiép thu, cip nhat kién thic méi;
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Dao tao va phat trién cac ning lyc quan tri: Nhdm giup cac cip quan 1y
duoc tiép xtic, 1am quen v6i cac phuong phap 1am viéc méi, ning cao k¥ ning
quan tri 1anh dao va kinh nghiém quén 1y, khuyén khich nhan vién lam viéc
trong Cong ty.

- Hinh thuc dao tao:

+ Pao tao ndi bd: Do trudng cac phong, ban chuyén mon, Khdi San
hoidc nhan vién c6 ning luc huéng dan, viéc dio tao dugc thyc hién tai vin
phong ctuia Tap doan hoac dia diém thué ngoai. Bao tao ndi bo gém:

Dao tao hdi nhap: Do Truong b phan Bao tao cia phong Nhan su thuc
hién cong tac, giao an va céc thu tuc dé tap trung dao tao ddi v&i cac nhan
vién méi vé ndi dung: Lich sir hinh thanh va phat trién cua Tap doan, vin hoa
doanh nghiép, nd1 quy, quy dinh, chinh sach nhan su... dugc ap dung;

Dao tao ky nang, nghi€p vu, quy trinh: Do cac Truéng don vi chiu
trach nhiém thuc hién trong pham vi don vi minh hodc dao tao huan luyén
lién Phong/Ban néu céc ndi dung dao tao co lién quan dén cac don vi khac
trong Tap doan.

+ Pao tao bén ngoai: La hinh thirc dao tao dudi hinh thire lién két véi
cac don vi dao tao chuyén nghi€p bén ngoai Tap doan. Cac Gidng
vién/Chuyén gia dén tir cac trung tam dao tao bén ngoai dén giang day tai Tap
doan hodc ctr nhan vién tir Tap doan dén trung tdm dao tao bén ngoai dé tham
gia cac khoa dao tao huin luyén.

CBNV duoc tai trg mot phan hodc toan phan chi phi hoc tap (bao gom
1€ phi dang ky nhap hoc, hoc phi, 1€ phi thi cu, chi phi tai li¢u hoc tap, chi phi
di lai, an & theo yéu cau khoa hoc) dbi véi cac khoa dao tao do Cong ty yéu

cau.
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Bang 2.5 Két qua dao tao tai CTG giai doan 2018-2022

Niam Hinh thirc dao tao Luot Ngan sach Ghi chu

S— _ nguwoi
khomy | ngoai | them

2018 24 16 118 | 104,000,000 | Pace, PTI

2019 35 22 206 | 834,000,000

2020 a7 32 428 | 1,057,000,000

2021 22 9 107 | 356,000,000

2022 5 0 77 | 90,000,000 Eéontf?gp

(Nguon: Phong nhan sy CTG)

Nam 2020 cong ty maoi Xay dung chinh sach dao tao, tuy nhién tir nam

2015 cong ty da chu trong vo cong tac dao tao. Giai doan 2015-2018 100%
CBNV dugc dao tao la dao tao bén ngoai tai truong Doanh nhan PACE va
PTI. Nam 2016 Cong ty ky hop dong hop tac chién luoc véi truong doanh
nhan Pace vai kinh phi dao tao giai doan 2016-2017 tai Pace la 400.000.000
d6ng/ nim gdém cac khoa dao tao dai han (06 thang) nhu: giam dbc kinh
doanh (18 lugt tham du), giam d6c diéu hanh, giam doc nhan sy, giam déc tai
chinh, céc 16p dao tao quan ly cap trung, cac khoa ngan han vé nghiép vu ky
ning...Khong chi nhan vién ma toan thé 1anh dao déu di hoc dé nang cao kién
thic ky nang phuc vu tét hon cho cong viéc. Nam 2020 véi viéc Phong dao
tao duoc thanh 1ap, cac hoat dong dao tao bén ngoai duogc trién khai thuong
xuyén gém cac khda chung cho tat ca cac phong ban danh cho nhan vién nhu
khoa: ky ning cham soc khach hang, k¥ ning giao tiép, k§ ning giai quyét
van dé.. i véi cap quan ly ¢ cac khéa: Ky nang quan Iy quan 1y doi nhom,
nang lyc quan tri cip trung...Cong tac dao tao hién nay dang chu yéu dao tao

noi bo xuat phat tir khi Cong nghé thong tin, dé trién khai tng dung ky thuat
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sb trong cdng tac quan tri diéu hanh cua doanh nghiép hoic Phong Nhan sy

dao tao hoi nhap cho nhan su mai tuyén dung.

Tac gia tién hanh khao sat ngudi lao dong véi tiéu chi” Anh chi ludn
hao himg vui vé ky vong thu hoach nhiéu kién thuc khi tham gia cac chuong

trinh dao tao khong?” thi két qua thu duoc :

® 1 Hoan toan khéng déng y
m 2 Khéng déng y

3 Khéng y kién hodc phan
van khéng biét Iwa chon
PA nao

m4Doéngy

Hinh 2.6 Khao sat mire d§ hao hirng vui vé, ky veng thu hoach nhiéu kién thirc
khi tham gia chwong trinh dao tao cia CBNV

(Nguon: Két qud khdo sdt cia tic gid)

C6 dén 40% sb luong CBNV tham gia khao sat khong thiy hao himg

vui vé, ky vong thu hoach nhiéu kién thirc khi tham gia cac chuong trinh dao
tao, 25 % CBNV khong y kién hodc chua biét lya chon phuong an nao. S6
lugng CBNV cam thdy hao htmg vui vé khi tham gia cac chuong trinh dao tao
chi chiém 35%. Qua két qua khao sat cho thy chuong trinh do tao chua cé
thu hut duoc sy huong Gmg ctia nhan vién hoic ky vong thu dugc nhiéu kién

thure tir chuong trinh hoc cho hoc vién.
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Céng ty luén tao Kién thire, ky Congty cd chinh  Cong ty thwdng  Anh chi lubn hao
diéu kién, khuyén nang dwoc dao  sach,ndiquird  xuyénto chirc  hing vui vé ky
khich cac anh chj tao giup ich cho  rangva dam bao cac budi dao tao  vong thu hoach
hoc tap, nang cao CONG Viéc hiéntai cang bingtrong  NOi bd va bén  nhiéu kién thirc
trinh d6 chuyén V@ twonglaitai yiac gao tao dsivei NYoai cho nhan  khitham gia cac
- cobng ty vién chwong trinh dao
tao

3.05

2.95
2.9
2.85

2.75
2.7
2.65
2.6
2.55

mon nhan vién

Hinh 2.7 Khao sat cac tiéu chi vé cong tac dao tao
(Nguon: Két qua khdo sdt ciia tdc gid)

Qua bang tong hop két qua khao sat thém cho thay t6i thoi diém hién
tai cong tac dao tao chua dugc cong ty quan tdm dung muc dac biét tir ndm
2022, ngoai cac khoa dao tao hoi nhap cho nhan vién méi tuyén dung va dao
thi cong ty khong t6 churc khoa dao tao ndi bd hodc bén ngoai nao khac.

Trong nam 2019 va 2020,2021 c6 trién khai dao tao cho nhan vién tuy
nhién khong c6 danh gia sau dao tao do d6 khong co cin ctr dé xac nhan mirc
dd hi€u qua cua cong tac dao tao giai doan nay.

Di voi ca nhan, cac truong hop dao tao phan da do nhan vién chu
dong dé xuat xin di hoc, chua thuc sy xuat phat tir nhu cau cong viéc hay dinh
hudng cong ty.

Véi sy phat trién khong nging ctia nén kinh té thi truong, dé bét kip xu
huéng, cong ty can chu trong hon nita cong tac dao tao dé ngudi lao dong co
thé nang cao dugc ning lyc, dap tng dugc xu thé phat trién cia cong ty.
Thong qua d6 ciing xay dung dugce doi ngii nhan su ngudn chit luong. Pong

thoi tao duge sy gan bo ciia ngudi lao dong voi cong ty.
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2.2.3.3 L trinh thang tién cd nhan

Nguoi lao dong lam vi€c tai cong ty bén canh dugc tra muc luong
thudng cac phic loi thoa dang thi ho con quan tdm dén 19 trinh thing tién
trong cong viéc, d6 1a mot trong nhimg yéu td quan trong dé lam cho nhan
vién gin bo véi cong ty. Tuy nhién tai CTG dén nay van chua cé chinh sach
16 trinh thang tién c4 nhan. Céc vi tri quan 1y thudng duoc tuyén dung méi tir

bén ngoai vao hoac luan chuyén theo y kién ctia Tong giam doc.

B 1 Hoan toan khéng déng y

B 2 Khong déng y
3 Khéng y kién hodc phan van
khéng biét Iwa chon PA nao

m4DPodngy

B 5 Hoan toan dong y

Hinh 2.8 Khio sat co hdi thing tién hién tai
(Nguon: két qud khdo sdt cia tdc gia)
Qua khao sat vé co hoi thang tién hién tai co6 dén 57% CBNV cho rﬁng
khéng c6 co hoi thing tién, 25% khong y kién va 18% dong ¥ ¢6 co hoi thing
tién hién tai. Viéc khong cho nguoi lao dong théy dugc 10 trinh thang tién &
cong ty dong nghia véi viée ngudi lao dong khong thy duoc tuong lai phat
trién & cong ty, didu d6 1am cho ho thiéu sy gin bé voi cong ty, ho s& d& nghi

viéc néu thay
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B 1 Hoan toan khéng déng y
4% 9%
15% m 2 Khong dong y

m 3 Khéng y kién hodc phan van
khong biét lwa chon PA nao

m 4 Déngy

m 5 Hoan toan déng y

Hinh 2.9 Khio sat tiéu chi Thing tién dam bao cong bang
(Nguon: két qua khdo sat cia tic gid)

51% CBNV duogc tham gia khao sat cho rang thing tién tai cong ty
khong dam bao cong bang. Chi c¢6 19% dong ¥ rang thing tién cong bang.
Ngoai ra khi khao sat phan ¥ kién khac vé 10 trinh thing tién tai cong ty c6 14
y kién cho rang cong ty khong ¢ 16 trinh thiang tién cu thé, viéc bo nhiém la
theo chu y cua cong ty.

Phan dong nhén vién khi duoc hoi déu cam thay sy thing tién cta cac
nhan sy trong cong ty khong dam bao cong bang, khong cé tiéu chi cu thé,
dang mang theo cam tinh cua cép trén va thuong 1a nhiig nhan vién 1au nam.

Thong qua khéo sat cho thiy cong cu tao dong luc lao dong thdng qua
10 trinh thang tién chua hiéu qua, chua kich thich dugc nguoi lao dong nd luc
phén d4u, hoc tap nang cao trinh do dé dat duoc vi tri cao hon trong tuong lai,
cling nhu chua tao duoc su gin bé ctia ngudi lao dong voi cong ty.

2.3 Panh gia két qua tao dong luc tai CTG :
Dé danh gia vé hiéu qua cong tac tao dong luc lao dong tai Cat Tudng

Group, tac gia da tién hanh danh gia thong qua mot s tiéu chi: Muc do gin
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b6 cta nhan vién v6i doanh nghiép; Nang suat, chat lugng va hiéu qua trong
cong vi¢e; Tinh tich cuc, chu dong trong cong viéc.
2.3.1 Mere dé gdn bo cia nhan vién véi doanh nghiép

Mot trong nhitng tiéu chi thé hién mirc d6 gin bé cua nhéan vién véi
doanh nghiép duoc thé hién qua sb lugng nhan vién nghi viéc tai cong ty.

Biang 2.6 Thong ké CBNV nghi viéc giai doan 2018-15/12/2022

S6 hrgng nhan sw nghi
S6 hrgng nhan su viéc theo tham nién
nghi viéc theo cap bac Tong
Duwéi | T |Tw |Tw |cong
Tong | Quan 01 |01- |03- |5 SL
nhan |lycap | Cap |Nhan |nim | <03 |<05 |nim | nghi
Nam | sy cao trung | vién nam | nim Viéc
2018 163 0 1 2 1 2 0 0 3
100% 0% 1% 1%| 1%| 1% | 0% | 0% 2%
2019 193 1 2 9 9 3 0 0 12
100% 1% 1% 5%| 5% | 2% | 0% | 0% 6%
2020 224 6 8 24 15 9 9 5 38
100% 3% 4% | 11%| 7% | 4% | 4% | 2% 17%
2021 176 8 12 76 37| 29 19 11 96
100% 5% 7% | 43% | 21% | 16% | 11% | 6% 55%
2022 157 4 8 31 11| 23 6 3 43
100% 3% 50| 20%| 7% |15% | 4% | 2% 27%

(Nguén: Phong Nhén su Cat Twong Group)

Qua bang trén cho thay du ché do dai ngd cong ty tot va tang dan theo

timg nam nhung s6 lugng CBNV nghi viéc khong ngimg ting 1én. Tir nim
2019 tré vé trudc, ti 1& bién dong nhan sy ludn dudi 6%, ngudi lao dong nghi
viéc thuong do thir viéc khong phu hop, hodc thuyén chuyén vé gan gia dinh,
hodc ty 1am chu riéng, lwong nhan su kha 6n dinh. Tuy nhién nira cudi nim
2020 Cong ty tién hanh tai cau tric hé thong dé phu hop véi hé thong bd may

t6 chirc mé1, mdt sO vi tri bi di€u chuyén bo tri lai. Hoat dong nay gay nén su
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bién dong 16n vé nhan sy khi ti 16 nghi viéc 1én t6i 17%, va sb ngudi co tham
nién cong tac tir 03 nam try 1én chiém ti 1& cao nhat. Nam 2021 13 nam ép
dung bo may to chirc mdi nhan sy dugc tuyén mdi rat nhiéu tuy nhién luong
nhan sy thr viéc hodac nhan sy lam dudi 01 nam nhung khong phu hop da
nghi chiém dén 21% tong nhan sy cong ty. Pau nam 2021 tuyén méi sd luong
16n nhan sy dé phu hop voi bo may t6 chirc mdi nhung tir thang 06.2021 dich
Covid 19 bung phat budc cong ty phai thu hep lai bd may, do d6 mot lugng
nhan sy cling thudc dién tinh gidm trong nam nay. Nam 2022 tuy ti 1¢ nhan sy
nghi viéc c6 giam hon so véi nam 2021 nhung van con & mirc cao chiém 27%
tong nhan sy toan cong ty. DSi véi nhirng nhan vién nghi viéc trong thoi gian
thir viéc hodc sau khi két thic tha vai ly do nghi viéc chinh: Khéng phd hop
moi truong/van héa CTG sau thoi gian thir viéc; nang luc khong dap tng
y8u cau cong viéc; Nhan vién chua sin sang gia nhap/chua thuc sy gan b6 voi
moi trudng méi; ¢d su 16i kéo caa 1 noi lam viéc khac véi co hoi nhiéu hon
(cdng danh/thu nhap...), xung dot trong qua trinh thir viéc...Dbi voi nhan
vién c6 thdm nién lam viéc 1au nam tai cong ty thi khong con dong luc lam
viéc do bat man mot s6 chinh sach cua cong ty trong d6 co viée luong cua
nhan sy mai ludn cao hon nhan sy cii, hodac nhan vién lau nam nhung khong
c6 16 trinh thing tién, & mai mot vi tri. ..

Ti 18 nghi viéc cao phan 4nh mtrc do gan bo clia nhan vién vai cong ty
con thip, cong tac tao dong luc chwa dam bao dé gitt chan nguoi lao dong.

Tac gia da tién hanh khao sat mirc d6 gan bé cua nhan vién véi cong ty

va thu duoc két qua nhu sau:
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Bang 2.7 Két qua khao sat mire dd gian bo ciia nhan vién véi cong ty

Hoan Hoan
Khong .
Ponvi | toan . Khéng | Bong | toan ,
Cau hoi ] ) dong , ] . Tong
tinh khong ] y kién y dong
s oY .
dong y y
Téi s& chuyén| Nguoi | 10 9 32 57 | 10 | 118
cong ty néu ché % 100%
d6 dai ngd tot
hon 8% 8% 21% | 48% | 8%
TOi ludn tin Nguoi 3 15 35 52 13 118
tudng vao ban % 100%

lanh dao cua
minh 3% | 13% | 30% | 44% | 11%
Toi s& tiép tuc Nguoi | 3 17 56 31 | 11 | 118

gan bo véi cong % 100%
ty 1au dai 3% | 14% | 47% | 26% | 9%

(Nguon: Phong Nhén sw Cat Tuong Group)

Qua bang khéo sat cho thdy c¢6 dén 56% ngudi lao dong voi 67 phiéu

dugc khao sat ddng ¥ ho s& chuyén cong ty néu ché do dii ngod t6t hon. Diéu
d6 cho thay chinh sach dai ngod luén dugc nguoi lao dong uu tién hang dau.
Chi c6 35% CBNV dong v s& tiép tuc gin bo lau dai voi cong ty du co dén
55% CBNV ho luén tin tudng vao ban lanh dao ctia minh. Céng ty cin c6
chinh sach phu hop dé tao su gan bo lau dai ciia ngudi lao dong véi cong ty,
boi 18 viéc tuyén dung nhan sy mai thay thé nhan su cii s& lam gia ting chi
phi hon so véi viée cai thién ché do dai ngd dé giir chan ngudi lao dong da

lam vi¢c lau ndm tai cong ty.



69

2.3.2 Ning sudt chdt Iwong va hiéu qud trong cong viéc

Bang 2.8 Két qua khio sat ning suét chét lwong va hiéu qua cong viéc

Hoan Hoan
Pon . R A . .
o . toan Khéng | Khong | Bong | toan .
Tiéu chi Vi A . B ] . Tong
. khong | dongy | ykieén y | dong
in .
dong y y
lubn hoa | Nguoi 0 9 52 47 10 118
thanh ding
cong viéc
y&u cau
Véi thoi % 0% 8% 44% | 40% | 8% | 100%
han chuan
Xac va hiéu
qua cao
hoan thanh | Nguoi 0 8 61 37 12 118
cong Vviéc
_, % 0% 7% 52% | 31% | 10% | 100%
vuot tiéndd

(Nguon: Két qua khdo sdt ciia tdc gid)

Tiéu chi “T6i luén hoa thanh dung coéng viéc yéu cau véi thoi han

chuan xac va hiéu qua cao” c6 57/118 phiéu dong y, thé hién dugc ning suat

hiéu qua cdng viéc cua nhan su, nhung s nay chi chiém 48% trong tong nhan

su dugc khao sat. Co 9 nhan sy xac nhan ho khdng hoan thanh tiéu chi nay, 9

nhan su thudc vao khdi xay dung — thiét ké, cong viéc caa ho cé khdi luong

I6n, mang tinh k¥ thuat cao va phu thudc nhiéu vao yéu té dbi tac bén ngoai

cong ty.
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Tiéu chi “ T6i hoan thanh céng viéc vuot tién d6” c6 49 phiéu ddng v,
chu yéu vao cac vi tri cdng viéc gian don nhu tap vy, nhan vién I& tan, hanh
chinh, cham soc khach hang... C6 8 lao dong khong dong y vai tiéu chi nay.

Véi chua dén 50% sé luong nhan su tham gia khao sét xac nhan hoan
thanh ding cong viéc yéu cau voi thoi han chuan xac va hiéu qua cao phan
anh duoc nang suit chat lugng va hiéu cong viéc chua cao.

2.3.3 Tinh sang tao, tich cuc trong cng viéc

Tac gia thuc hién khao sat voi 118 nguoi lao dong trong cong ty vé tiéu
chi tinh sang tao, tich cuc trong cong viéc dé xac dinh hiéu qua cua cong tac
tao dong luc lao dong trong cong ty. Két qua thu duoc nhu phu luc bang 2.9

Vi tiéu chi” Toi luon sin sang chi dong nhiét tinh v&i cong viec duge
giao thém “ thi 65/118 nhan su khao sat dong y va hoan toan dong ¥ sin sang
(55%) chi 13% khong dong ¥.Toi ludn dap tng moi ky cong tac theo ké
hoach dot xuat c6 88/118 nhan su khao sat dong ¥ vdi y kién ndy, cho thay
75% nhan sy san sang dap ung lich cong tac ctia cong ty. Vi tiéu chi “ Toi
co chu dong tim ra quy trinh lam viéc hi€u qua va nhanh hon” thi chi c6
47/118 nhan su dong y chiém 48%, tirc chuwa dén mot nira nhan sy dong y véi
v kién trén. Piéu d6 cho théy su chu dong tich cuc trong cong viéc chua dugc

phat huy cao trong doi ngi CBNV.
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Bang 2.9 Két qua khao sat danh gia tinh sang tao, tich cuc trong cong viéc:

Hoan
. Hoan
toan .
bon Khéng | Khongy | Bong | toan ,
Cau hoi khong . , ] . Tong
vi tinh . dong y kién y dong
dong ]
. y
y
Toiluonsdn | Nguoi | 4 9 40 46 19 118
sang chu dong
nhiét tinh véi
cong viéc % 3% 8% 34% | 39% | 16% | 100%
dugc giao
thém
To6iluondap | Nguoi| O 7 23 71 17 118
ung moi ky
cong tac theo
, % 0% 6% 19% | 60% | 14% | 100%
ké hoach hoac
dot xuét
Toi c6 chu Nguoi| 3 7 51 45 12 118
dong tim ra
qui trinh lam
o % 3% 6% 43% | 38% | 10% | 100%
viéc hiéu qua
va nhanh hon

( Nguon: Két qua khdo sdt)

2.4 Phan tich cac yéu t6 anh hwéng dén tao dong luc tai Cat Twong
Group

C6 rat nhiéu yéu td anh hudng dén tao dong luc lam viéc cho nhan

vién, tuy nhién trong pham vi nghién ctru cua tac gia, tac gia dé cap dén mot
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sb yéu t6 anh huong dén tao dong luc lam viéc tai CTG nhu sau:
2.4.1 Céc yéu té thugc vé doanh nghiép
2.4.1.1 Quan diém vé van dé tao dong luc lao dong cua lanh dao cong ty

Quan diém vé van dé tao dong luc lao dong cua ngudi dimg dau cong
ty rat rd rang. Lanh dao cong ty dé cao cong tac tao dong luc lao dong thong
qua hé thdng khuyén khich vét chit va khuyén khich tinh than. Lanh dao cong
ty luén quan tam dén nhan vién, thé hién qua cac ché do dai ngd vat chit va
tinh than cho nhén vién, mong mudn tao ra mot noi 1am viée dang tin cay ma
tai d6 moi nguod1 cam théy an toan, thoai mai va dic biét c6 co hoi thé hién
minh 14 mdt ngudi quan trong va xuét sac. Lanh dao cong ty ludn tng ho,
khuyén khich, tao diéu kién thuan loi dong vién nhan vién phén d4u vuon 1én.
Xay dung bau khong khi tap thé hoa hop, doan két. Moi hoat dong cia doanh
nghiép déu nham huéng dén duy nhat muc tiéu chung vi hiéu suét cong viéc
va su phat trién cuia CBNV; tich cuc xay dung moi trudong lam viéc van minh
- nang dong - sang tao.
2.4.1.2 Phong cach lanh dao.

Nguoi 1anh dao 13 mét trong nhitng nhan té anh huong rat 16n dén su
gan bd cta d6i ngli nhan vién. Phong cach lanh dao co tac dong mang tinh
quyét dinh dén su tu nguyén lam viéc caa nhan vién. Cach quan ly va hanh vi
giao tiép gitra quan Iy va nhan vién sé co6 tac dong kich thich dong luc lam
viéc hoac can tro dong luc lam viéc cua nhan vién.

Nguoi ding dau sang lap cong ty dd xdy dung phong cach linh dao
than thién ngay tir lac thanh 14p cong ty, mot trong d6 thé hién & cach xung
hé. Trong cong ty khong c6 xung hd “Sép” ma chi co “ Anh, chi, em”, chinh
cach xung ho nhu vay lam cho moi ngudi cam thay thoai mai, gan gili, cac

thanh vién coi nhau nhu mdt gia dinh, tao dong luc lam viéc.
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Téc gia tién hanh khao sat nguoi lao déng danh gia vé lanh dao cua

minh va thu duoc két qua nhu bang dudi day:

Bang 2.10: Két qua khao sat ciia ngudi lao dong vé cip linh dao

Hoan

. A X Hoan
toan Khong | Binh N .
o R . . Dong | toan
STT | Chi tiéu khbng dongy | thwong | | s
—_ y (%) | dongy
dongy | (%) (%)
(%)
(%)
Cap trén khong thién vi,
san sang hd tro va tao
1 s _ . |3 18 52 34 11
dieu kién dé anh chi
hoan thanh cong viéc
Cap trén truc tiép biét
quan tam, ling nghe,
2 dong vién nhén vién va | 5 19 48 33 13
biét chiu trach nhi¢m vé
quyét dinh ctia minh.
Cap trén truc tiép bao
vé quyén loi hop 1y cho
3 |anh chi. Anh chj c6 thé |5 17 56 30 10
trao doi bat ky van dé
gl v6i cap trén truc tiép.
Anh chi luén nhan duoc
su gitp d&, huéng dan
4 |70 ETP e 19 34 49 |13

cua cap trén khi can
thiét.

(Nguon: Két qua khao sat)

Mbi 1anh dao méi thuong co phong cach 1anh dao khac nhau, chinh vi

vay viéc lanh dao biét quan tam, lang nghe, dong vién nhan vién, bdo vé

quyén loi nhan vién va chiu trach nhiém vé quyét dinh cia minh con chua
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dugc danh gia cao tir phia nguoi lao dong. Co mot sé Phong ban thi 1anh dao
biét ling nghe, quan tdm dén nhéan vién, d6i x cong bang v4i nhan vién.
Nhung ciing c6 nhimg phong ban lanh dao chua thuc su cong bang trong doi
Xt v6i nhan vién, thiéu khach quan, céng tdm, khong ling nghe ¥ kién nhan
vién, khong chiu trach nhiém vé quyét dinh ciia minh, khién cho méi quan hé
gitta cap dudi va cip trén, giita nhan vién va nhan vién véi nhau phat sinh
mau thun cang thang trong chinh phong ban d6. Mau thun kéo dai lam anh
huéng dén tinh than, thai do 1am viéc cling nhu hi¢u qua cong viéc. Mot )
nguoi lao dong duoc phong van ho cho rang mdi ngay dén cong ty thuc su rat
mét moi, ho mé¢t mdéi khong phai vi ap luc cong viéc ma mét vi nhitng mbi
quan hé trong phong ban. Két qua d6 cho thy du méi trudng lam viée du tot
nhung cong ty can chu trong hon dén moéi trudng vin hoa dé tao bau khong
khi thuén loi, tin tudng vao lanh dao cong ty, dé nhan vién c6 thé yén tim lam
viéc, cong hién va coi cong ty nhu ngdi nha thir hai.

2.4.1.3 Chinh sach nhan sy va sw thuc hién cac chinh sach nhan sw trong 16
chirc.

CTG tran trong sy dong gép cla tat cd moi nguoi vao thanh cong
chung. Tit ca su thanh cong, du 1a nho nhit déu duoc ghi nhan va tudng
thudng xing dang.

Véi mong mudn tao ra mdi truong lam viéc chuyén nghiép, hiéu qua,
tao su gin bo cho ngudi lao dong cling nhu thu hat duge ngudn nhan su chat
luong cao, cong ty di xdy dung hé thong chinh sach nhan sy vé cac linh vuc
gém: Chinh sach luong, thu nhap va phic loi, chinh sach ché do phuc loi,
chinh sach 1am thém gio, chinh sach tam tGng luong, quy ché nhan vién, quy
ché dao tao, chinh sach khen thudng...Cac chinh sach thudong xuyén duoc
thay doi cap nhat tirng nam, di vao thuc tién hoat dong trong doanh nghiép.

Chinh sach thu nhap, ché d6 dii ngd va thuéng cong bang, minh bach, canh
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tranh trén thi truong lao dong: Luong thang 13; luong theo hiéu suét; diéu
chinh lwong dinh ky hang nam dya vao két qua dénh gia hiéu qua lam viéc va
két qua hoat dong kinh doanh ciia doanh nghiép. C6 thé néi nim 2022 1a nam
thuc hién va quan 1y theo quy trinh, quy ché chinh sach. Cac chinh sach nhan
su hop 1y da gitip cong ty quan 1y diéu hanh t6 chic hiéu qua, ddng thoi dam
bao duoc quyén loi cling nhu mong doi cua ngudi lao dong tir d6 tac dong
1én dong lyc 1am viée ctia ngudi lao dong theo chiéu hudng tot hon.

Tuy nhién mét sd chinh sach di dugc xay dung, ban hanh nhung lai
khéng phd bién rong rii, khéng thuc hién day du trong cong ty do6 1a quy ché
dao tao. Chinh vi vdy nén cong tac dao tao phat trién ngudn nhan luc trong
cong ty con han ché, diéu nay lam giam di dong luyc 1am viéc ctia nguoi lao
dong tai cong ty. Chua c6 chinh sach 16 trinh thing tién cho nhan vién. Mot
ké hoach 16 trinh thing tién cu thé s& cung cip cho ngudi lao dong co hoi va
dinh huéng rd rang vé cach nang cao ky niang ciling nhu phat trién 16 trinh
cong danh caa ho. Khi ky nang, chuyén mon dugc nang cao d6i ngli nhan
vién c6 day da moi thir dé gitp doanh nghiép phat trién vuot bac. Tao nén sy
gan két manh mé giira nguoi lao dong vai t6 chuc.
2.4.1.4 Kha nang tai chinh cua doanh nghiép.

Ning luc tai chinh cia cong ty cd phan tap doan dia 6c Cat Tuong
tuong doi tot. DU nim 2022 cong ty chiu anh huong 1én tir thi trudng bat
dong san dan dén doanh thu syt giam, nhung nhimg gi cong ty lam dugc hon
mudi ndm qua da tao nén tang tai chinh viing chac cho coéng ty. Chinh vi vay
cong ty c6 ngudn lyc tai chinh doi dao dé tao dong luc nhan vién thong qua
kich thich vét chat nhu luong, thudng, phtc lgi, phu cép. Bén canh do6 cac
hoat dong nang cao doi séng tinh than ciia nguoi lao dong cling duoc thuong

xuyén t6 chirc nhu du lich nghi dudng hang nim, teambuilding, ngay hoi gia



76

dinh Cat Tuong, cac chuong trinh don trung thu cho con cia CBNV, chuong
trinh chao don xuan...

Hang nam cong ty danh ra khoan ngan sach nhat dinh dé dam bao thuc
hién cac chinh sach tao dong luc lao dong cho nguoi lao dong mot cach t6t
nhat. Pay ciing chinh 1a mot trong nhimg diém manh, vu thé cia CTG so voi
cac doanh nghi¢p cung linh vuc trén thi truong.

2.4.2 CAc yéu té thugc vé méi trwong bén ngoai
2.4.2.1 Chinh sach cua chinh phu, phap ludt cua nha nuoc

Cong ty ludn chi trong dén viéc tudn thi cac quy dinh vé phap luat lao
dong vé tién luong, bao hiém x3 hoi, bao hiém y té, cong doan, an toan v¢
sinh lao dong, hop dong lao dong... Cac ché do dii ngd cia cong ty khong
nhitng ddm bdo tuan thu cac quy dinh phap ludt cua nha nudc ma vugt cao
hon rat nhiéu so véi quy dinh.
2.4.2.2 Pdc diém cua thi truong lao dong.

Sau dich bénh, thi truong lao dong c6 nhiéu bién dong 16n, dic biét 1a
linh vic bat dong san. Voi thi truong bat dong san trim ling nhu nam 2022
dic biét voi gia tang lam phat, 13i suat ngan hang cao kién thi truong bat dong
san 1am vao kho khan. Hang loat cong ty bat dong san phai dong cira hodc cit
giam nhan su, cat giam thu nhap din dén thi truong lao dong du thira ngudn
cung lao dong cho linh vuc bat dong san. Piéu nay anh hudng rat 16n dén tim
Iy ngudi lao dong khi cam thay thiéu an toan véi nguy co bi mét viéc 1am, do
dé ho s€ c6 dong lyc lao dong cao hon dé gilr viéc lam. Nhung diéu d6 khong
c6 nghia 1a cong ty khong can quan tdm dén viéc xdy dung chinh sach tao
dong luc. Ma nguoc lai cong ty cAn quan tdm va diéu chinh chinh sach tao
dong luc cho phu hop véi thi truong dé ngudi lao dong yén tim, cb gang nd
luc dé nang cao nang suét lao dong, dat duoc hi¢u qua cong viéc cao. Boi 1€

chinh sach tao dong lyc lao dong chi hi€u qua khi trudc ti€n ban than nguoi



77

lao dong phai c6 cam giac an toan an tdm, khong lo ling khong bat man khi
lam viéc tai cong ty.

Bén canh d6 bat dong san ciing 1a linh vyc thu hit nhan su rat 16n vi
thu nhép ctia nguoi lao dong trong linh vuc bt dong san co6 mit bang chung
cao hon cac linh vuc khac.Vi vy dé thu hat va gitr chan ngudi lao dong, cong
ty can c6 cac bién phap kich thich tao dong luc hiéu qua nham théa min nhu
cdu cua ngudi lao dong, tranh tinh trang nhan vién nhay viéc sang cong ty
khac c6 nhiéu ché do dai ngd tt hon.

2.4.3 CAc yéu té thugc vé ban thin nguwoi lao dong.

Nhu d3 néu & muc 2.1.4 dic diém lao dong tai cong ty. Lao dong &
CTG c6 trinh do chuyén mon cao, v6i ngudn lao dong co trinh do CH-DH
thuong c¢6 ning lyc chuyén mén, tu duy phan tich, sang tao va quan 1y tt,
gitip cho cong ty c6 thé cung cap san pham va dich vu chat luong cao, ting
tinh canh tranh trén thi truong. Tuy nhién nguoi lao dong c6 trinh do cao thi
thuong c6 yéu cau muc luong cao thi cong ty phai dau tu nhiéu hon vao
lwong bong va phic loi nhan vién. Bén canh d6 mic d6 canh tranh lao dong
v6i cac cong ty doi tha trén thi trudng 16n nén ngudi lao dong cd nhiéu so
sanh va lya chon, ho thuong c6 nhu ciu va yéu cau khat khe hon vé méi
trudong lam viéc, co hoi thang tién va cac loi ich khac. Nhan vién c6 trinh do
cao thuong co ky vong vé su doc 1ap va tu quan ly trong cong viéc cia minh,
doi hoi cong ty phai c6 cach quan 1y nhan vién va diéu phdi cong viéc phu
hop. Chinh vi vay qué trinh xdy dung, thuc hién chinh sach tao dong luc,
cong ty can bam sat nhu cau thudc nhom lao dong nay dé chinh sach dat hiéu
qua cao nhat.

Nhom lao dong tir 31 dén 40 tudi chiém ti 18 16n nhat trong cong ty véi
57% tong lao dong, nhom nay thudng c6 kinh nghiém va su on dinh trong

cong viéc, gitp tao ra mot nén tang viing chac va do tin cdy cao trong cong ty.
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Diéu nay c6 thé giup cong ty giai quyét cac van dé kho khin va phat trién 6n
dinh hon trong tuong lai. Tuy ho ¢6 kinh nghi€ém lam vi¢c hon, nhung dé6i khi
c6 thé khong c6 dong luc cao nhu nhom nhan vién tré tudi, ho thudng co su
6n dinh va c6 xu hudng uu tién tinh chuyén nghiép hon, 13 nhém dong dao
nhét trong t6 chtc va ¢ anh hudng 16n dén tao dong luc lao dong

Bén canh trinh d6 chuyén mon thi do tudi lao dong caa CBNV CTG
tap trung vao do tudi 18 dén dudi 40. Nhom lao dong tir 31 dén 40 tudi chiém
ti 16 16n nhat trong cong ty voi 57% tong lao dong, nhém nay thudng cé kinh
nghiém va sy 6n dinh trong cong viéc, gitip tao ra mot nén tang viing chac va
d6 tin cdy cao trong cong ty. Diéu nay co thé gitp cong ty giai quyét cac van
dé kho khan va phat trién 6n dinh hon trong tuong lai. Tuy ho c¢6 kinh nghiém
lam viéc hon, nhung d6i khi c6 thé khong c6 dong luc cao nhu nhém nhan
vién tré tudi, ho thuong cé sy 6n dinh va c6 xu hudng wu tién tinh chuyén
nghiép hon, 12 nhém déng dao nhat trong t6 chirc va ¢ anh huong 16m dén tao
dong luc lao dong. Nhom lao dong tir 18 dén 30 tudi chiém 42% téng lao
dong cua cong ty.Nguoi lao dong thudc nhom nay thuong c6 dong luc cao
hon, tinh than tré trung, nhiét huyét va dam mé trong cong viéc, c6 tiém nang
dé tré thanh cac nhan vién chién luoc trong twong lai va gop phan vao su phat
trién cta cong ty, ho thuong mudn duoc ddo tao va phat trién nhanh chong dé
c6 thé thang tién trong cong viéc, nhung ciing 13 nhom co ti 1é nhay viéc kha
cao, can ¢ nhitng chinh sach phu hop dé giit chan nguoi lao dong.
2.5 Nhan xét chung vé cong tac tao dong lwe lao ddng tai Cat Twong
Group.
2.5.1. Két qud di dat dwoc:

Qua thyec trang tao dong luc lao dong cia CTG cho théy cong ty da dat

dugc nhirng két qua nhét dinh, cu thé:
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Vé cong tac tién lwong: Cong ty dd xdy dung dugc quy ché lwong cu
thé rd rang, ddy du va chi tiét gitp cho CBNV hiéu va nam bat duoc tién
lwong hang thang dugc nhan dugce. Pong thoi hang nim cong ty ¢ xét ting
lwong dinh ky hang nam giup kich thich, déng vién nhan vién lam viéc va gin
b6 véi cong ty. Mirc luong cong ty chi tra cao hon mit bang chung thi trudng
nén bao dam duoc cudc sdng ngudi lao dong ciing nhu kich thich tinh than
lam viéc ctia ngudi lao dong. Tién luong dugce chi tra day du, kip thoi 1am cho
nhan vién yén tim 1am viéc va cong hién.

Vé cong tac tién thuong: Cong ty da xay dung va ban hanh chinh sach
khen thudng gom thuong thang, thuong quy, thuong 06 thang, thuong nim,
thuong luong thang 13, thudng nong.... Hinh thic thuong da dang, quy
thudng 1on kich thich dugc nguoi lao dong, lam cho ngudi lao dong nd luc
lam viéc vi ho cam théy cong strc ho bo ra dugce ghi nhan. Ciing la yéu td tang
thu nhap cho nguoi lao dong.

V& phic loi: Cong ty dd ban hanh chinh sach phuc loi rat tét, day du, va
cao hon mirc quy dinh cua nha nude, dam bao bd sung day da thu nhap cho
nguoi lao dong ngoai phan luong, dong thdi bu dip duoc hao phi ting cong
viéc, vi tri riéng va khuyén khich ngudi lao dong lam viéc hiéu qua .Cac
khoan phtic 1oi ctia cong ty khong chi hudng dén dong vién ngudi lao dong
ma con thé hién su quan tim cta cong ty dén ngudi than cua nguoi lao dong,
gillp ngudi lao dong cam thiy duoc dong vién quan tdm, tran trong dé ho co
dong luc lam viéc tdt hon. Dic biét voi chinh sach tam ung luong da giup
nguoi lao dong vuot qua duoc nhitng kho khan dot xuat dé ho c6 thé yén tim
cong tac va gan bod voi cong ty. Nguoi lao dong lam viée tai cong ty déu duoc
ky két hop dong lao dong, tham gia Bao hiém x4 hoi, bao hiém y té tham gia
Cong doan day du, bén canh d6 c6 bao hiém sirc khoe gittip CBNV yén tdm

lam viéc va cong hién. Bén canh céac khuyén khich chi trd bang tién, goéi suc
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khoe, cong ty con cung cip day di cho can bo nhan vién dong phuc cong ty tir
nén bao hiém, balo, 40 so mi, vest, vay, ao thun, binh gitr nhi¢t, 40 mua,
du....tao nén hinh anh dong bd chuyén nghiép dong thoi gop phan phat trién
hinh &nh va thuong hi€u cua cong ty, giip cho nguoi lao dong tu hao khi
duoc lam vi€c trong cong ty.

V& cong tac dao tao: Nhitng nim qua cong ty da chu trong va quan tim
t6i cong tac dao tao dé nang cao nang luc cling nhu k¥ ning cho ngudi lao
dong. V61 hang chuc khda dao tao nd1 bo va bén ngoai giup cho nguoi lao
dong c6 co hoi hoc tap nang cao kién thic. Cong ty da ban hanh quy ché dao
tao dé nhan vién yén tam hoc tap.

Véi nhitng chinh sach tao dong luc cho nguoi lao dong vé ca vat chat
va tinh than ngay cang phu hop, da gitup nguoi lao dong phat huy dugc ning
lyc cua ban than, nang cao hi€u qua lam viéc giip cho cong ty ngay mdt phat
trién vitng manh.

2.5.2. Han ché va nguyén nhan.

Bén canh nhitng vu diém d3 dat duge nhu trén thi cong tac tao dong luc
tai CTG con ton tai mot s6 han ché.

- Cong ty chua thuc hién khao sat nhu cau nguoi lao dong mot cach
chinh thirc, ciing nhu chua c6 hoat dong théng ké hay tham do nham xéac dinh
phan loai nhu cau nguoi lao dong. Nén khi xay dung chinh sach tao dong luc
chua bam sat vao nhu cau nguoi lao dong do d6 giam hiéu qua cua chinh
sach.

- V& chinh sach luong- thuong: Du chinh sach luong, thudng ciia cong
ty da day du va chi tiét, mirc luong kha cao so véi thi trudng nhung phan phéi
chua céng bang chinh xé4c, chua thé hién tién luong tién thuong chi tra gan

lién véi két qua thuc hién cong viéc.
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Viéc xép luong con mang tinh cam tinh chu quan cua cép 1anh dao truc
tiép va phong nhan su trén mot sé tiéu chi co ban nhu thoi gian lam viéc,
bang cap...Piéu chinh luong hang nim cin c&r vao két qua xép loai hiéu suét
lam viéc nhung lai khong c6 hé thong danh gia hiéu suat. Bat cap 16n trong
chinh sach tién lwong ma thyc té cong ty dang vudng phai d6 1a nhitng nhan
su méi tuyén dung vao thudng coé mirc lvong thoa thuin cao hon nhan sy cii
cing vi tri ma gan bo 1au nam voi céng ty. Nguyén nhan 1a do chinh sach
luong cua cong ty maoi duge ban hanh ndm 2021 va ap dung chinh thuc tu
nam 2022, nhung lich sir hinh thanh cta cong ty da c6 trén mudi nam, trudc
day luong co ban chi 13 mot phan thu nhap chiém khoang 50% thu nhap vi
vay khung luong khong cao ma bén canh luong co ban thi thuong doanh sd
ctia cong ty cho CBNV chiém 50% thu nhap. Vi vay luong cin ban cia lao
dong cii 1au nam thap. Khi 4p dung chinh sach luong 2022 thi vudng vao ti 18
tang lwong muc tran d6i voi lwong co ban, nén nhiing lao dong moéi tuyén
dung vao ludn ludn nhan mirc lwong cao thudng & muc tbi da cua khung, con
nhitng lao dong c6 tham nién lam viéc lau ndm tai cong ty cung vi tri do thi
nhan murc thap nhét hodc trung binh ctia khung. Chinh vi vay khi nhan vién cii
biét dugc muc luong cia ngudi moi thuong cé tdm 1y bat man, nhung it
nguoi trong sd d6 néu y kién véi cap trén ma thuong lua chon nghi viéc dé
tim co hoi thu nhap cao hon & cong ty khac. Pé nhanh chong tuyén dung lap
day vi tri trong thi phong nhén sy s& thoa thuan véi ing vién muc thu nhap
cao nhat trong khung lwong du chua biét kha nang lam viéc ctia ngudi lao
dong méi nhu thé nao. Vi vy mot sb trudng hop nguoi lao dong méi tuyén
vao huéng mirc thu nhap cao nhung lai khong dap tng dugc yéu cau cong
viéc, din dén giam nang suat lao dong ma gia tang chi phi cho cong ty. Phong
nhan sy phai moi lai nhan su da nghi vé 1am viéc va tra mirc luong cao hon.

Tir d6 vo tinh tao ra suy nghi trong da s6 nguoi lao dong tai cong ty 1a “mudn
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duoc tang luong dung nang luc va dugc cong nhan hdy nghi viéc va xin vao
lam lai”.

- Chinh séch ting lwong thuc su chua c6 hiéu qua va thé hién rd vai trd
1a don bay tang dong luc lao dong cai thién hiéu qua 1am viéc hon, thuc té
trién khai dang mang tinh chéat cdo bang chung ting 10% muc luong cua
ngudi lao dong mdi nam. Didu nay 1am cho nhitng ngudi nhiét huyét nang nd,
nhan vién tiém nang nhan thiy ¢ 1au trong céng ty ciing chi c6 mac thu nhap
ting d6 nén ho san sang nhay viéc néu c¢6 noi khac chao dén ho véi mac thu
nhap cao hon. Con nhitng nhan vién khac thi ¢6 suy nghi cu lam viéc binh
binh nhu vdy di nim ciing duoc ting luong thi khong cé sy cai tién trong
cong viéc, khong nang cao duoc ning suat ciing nhu hiéu qua cong viéc.
Nguyén nhan 1a cong ty chua c6 hé thong danh gia két qua thuc hién cong
viéc khoa hoc, cu thé. Dan dén két qua danh gia xép loai luong, phu cap chua
chinh xac.

- Viéc xét thuong dua vao hiéu sudt 1am viéc nhung dén nay cac
phong ban danh gia hiéu suét chii yéu theo phuong phap xép hang Vi vay viéc
phan bd chua chinh xac, cam tinh. Thuéng quy cin cir theo Target dat dugc
ctia nhan vién nhung target ndy lai do nhan vién ty xay dung rdi ty chdm sau
d6 dua quan 1y duyét, khong co cin cir khoa hoc cy thé.Viéc chdm Target phy
thudc vao quan 1y phong ban, mdi quan 1y cé cach lanh dao khac nhau dan
dén viéc danh gia chua chinh xac thi phan phdi thuong s& khong chinh xac,
khong cong bang. Mot s loai thuong nhu thuéng 06 thang, thuong nam co
muc thudng cao nhung chi ti€u thudng chua bam sat voi tinh hinh hoat dong
kinh doanh ctia cong ty cling nhu cta thi truong. Chi tiéu hoan thanh qua cao
so voi thue té ctia doanh nghiép cé thé dat dugc dan dén nguoi lao dong co

tam 1y chan nan vi biét s& khong thuc hién.
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- Cong tac dao tao: DU d3 ban hanh quy ché ddo tao xong cong tac dao
tao hién nay méi dimng lai & dao tao hoi nhap, khong co trién khai quy ché
rong rai toan cong ty. Chua bd tri str dung nhan lyc sau dio tao hop 1y khién
nguoi lao dong chua phat huy dugc kha nang va cling chua duoc ghi nhan.

- Chinh sach thing tién: Cong ty chua xay dung 16 trinh thing tién cho
nhan vién, din dén nhan vién lam viéc nhung chua c¢6 xac dinh duogc tuong
lai, kha nang phat trién cta ban than tai cong ty. Céc vi tri quan 1y do cong ty
chi dinh hodc tuyén dung bén ngoai vao, 1am giam dong luc phan dau cua
nguoi lao dong.Nhiéu vi tri b nhiém chua pht hop, con xét theo méi quan hé
voi1 lanh dao chir nang lyc chua tuong xtng, d6 cling chinh 1a nguyén nhan
mot s6 phong ban c6 y kién lanh dao khong quan tim hay hudng dan hoic

chiu trach nhi€ém vé quyét dinh cua minh v61 nhan vién.
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CHUONG 3: MOT SO GIAI PHAP TANG CUONG TAO
PONG LUC LAO PONG TAI CONG TY CO PHAN TAP
POAN PIA OC CAT TUONG

3.1. Phwong hwéong tao dong luc lao dgng tai Cat Twong Group
3.1.1 Muc tiéu phét trién ciia céng ty giai dogn 2021-2031:

- San pham: Phat trién quy dét sach, phap 1y 1o rang tap trung vao 03
linh vuc bat dong san dan dung, bat dong san cong nghiép va bat dong san
thuong mai vo1 muc dich xuyén sudt 1a "kién tao bat dong san nhan van - bén
virng".

- Doanh nghiép: Gia tdng gia tri doanh nghi€p hudng t&1 muc ti€u 1 ty
USD.

- Cong nghé: Xay dung va t6i wu nén tang cong ngh¢ hién dai phuc vu
quan tri va van hanh hé théng hiéu qua .

- Con ngudi: Xdy dung va phat trién ngudn nhan luc chinh tryc - chi
dong - chuyén nghiép - nhan van.

- Bén vimng: Kién tao bat dong san véi gia tri nhan van cho cong
ddéng & bén viing cho tuong lai.

- TAm nhin thuong hiéu: tr& thanh thuong hiéu bat dong san uy tin, tin
cdy ctia dong dao khach hang, thanh cong trong viéc xay dung bat dong san
nhan vin va bén viing.

3.1.2 Phwong hwong tao dong luc lao dong tai Cat Twong Group.

Nham dat dugc muc tiéu phat trién cong ty giai doan 2021-2031 cbng
ty da c6 dinh hudng vé tao dong luc lao dong nhu sau:

- Tao dong luc lao dong khdng chi la trach nhiém cua Ban lanh dao

cong ty va phong nhan sy ma con 1a trach nhiém cua tat ca cac phong ban dé
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mang lai hi€u qua thiét thuc cho cong tac tao dong luc lao dong.

- Tao dong luc lao dong 1a bién phap 1au dai va quan trong dé duy tri va
phat trién ngudn nhan luc cua cong ty.

- Xay dyng doi ngii nhan sy c6 pham chat tét, c6 chuyén mén viing
vang chuyén nghiép .

- Hoan thién vi¢c xay dung h¢ théng mo tad cong viéc, h¢ théng danh
gia thyc hién cong viéc.

- Tao dong lyc lao dong phai mang tinh canh tranh so véi cong ty khac
cung nganh tir 46 moi c6 thé thu hat va gilt chan nguoi lao dong.

- Hoan thién cong tac dao tao nguén nhan lyc c6 hi€u qua, cd chinh
sach phat trién nghé nghiép tai cong ty dé tao ra dong luc lam viéc va phan
dau.

- Xay dung quan hé lao dong lanh manh, xay dung mdi quan hé lao dong
hai hoa giira cac can bo quan ly va nhan vién, tao bau khong khi tam ly tap thé
vui vé, doan két.

3.2. CAc giai phap ting cwong tao dong lwe lao dong tai Cong ty Cé phan
tap doan dia 6¢ Cat Tuong.
3.2.1. Tién hanh xdc dinh nhu cdu ngwoi lao dong.

Cong ty chua timg thuc hién khao sat, thong ké, xac dinh nhu cau cua
timng nhom ngudi lao dong trong cong ty mot cach chinh thirc va c6 hé thong
vi vay nén cac bién phap tao dong luc lao dong dugc xay dung chung cho moi
ddi tuong ma it quan tam dén su khac biét nhu cau theo tung nhém khéac nhau
(gi61 tinh, do tudi, trinh do chuyén mon, kinh nghiém lam viéc...), va tap
trung chu yéu & vi thé chua phat huy duoc hi¢u qua cua cong tac tao dong luc
lao dong.

Dbi v6i giai phap nay, tac gia dé xuat van dung hoc thuyét nhu cau cua

A Maslow dé xac dinh nhu cau nguoi lao dong. Nhu chuong 1 da t heo hoc
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thuyét cua A.Maslow ta thdy nhu cau con ngudi xuat hién theo thir ty tir thap
dén cao. Khi mdi mot nhu cau trong sé cac nhu cau dé duoc thoa man thi nhu
cau tiép theo tr& nén quan trong. Su théa man nhu cau cua cac ca nhan s& di
theo thu bac tir dudi 18n trén va mac du khdng c6 mot nhu cau nao cé thé
dugc théa man hoan toan, nhung néu mot nhu cau dugc thoa man thi vé co
ban thi khdng con tao ra dong luc. Pong co thic day nhan vién 1am viéc tot
hon, gitp ho yén tdm véi cdng viéc hon chinh 1a théa man nhitng nhu cau
hién tai caa ho.Do viy, dé tao dong luc cho nhan vién, cong ty can phai hiéu
nhan vién d6 dang ¢ dau trong hé thong tht bac nhu cau va phai huéng sy
thoa man vao cac nhu cau tha bac d6. Dé thuc hién xac dinh nhu cau nguoi
lao ddng chlng ta can thyc hién cac budc:

Budc 1: Thiét ké mau phiéu khao sat.

Noi dung phiéu khao sat gdm c6 05 nhu cau: nhu cau sinh ly, nhu cau
an toan, nhu cau dugc cong nhan, nhu cau duoc ton trong, nhu cau ty khang
dinh.

Budc 2: Thiét ké cac cau hoi va bang hoi.

M&i mot nhu cau néu ra 3-5 cau hai vi du:

+ Pam bao thire an nudc udng

+ Conoi dé &

+ Piéu kién hoc tap

Trong bang hoi dung phuong phap cho diém dé biéu hién cuong do
ting nhu cau véi cac mirc do:

1- Hoan toan khong dong y

2-Khéng dong y

3-Khéng y kién hoic phan van chua biét lya chon phuong an nao

4-DPdng y

5-Hoan toan dong y
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Nguoi dugc khao sat sé khoanh tron vao mirc ¢4 ma minh suy nghi phu hop.
Budc 3: Thuc hién khao sat vai CBVN phan theo tirng phong ban, theo
cap bac chic vy, theo tham nién cong tac, theo trinh d9. ...’
Budc 4: Tong hop két qua khao sat, phan tich danh gia két qua khao sat
dé xac dinh nhu cau thong qua diém danh gia. Cach tinh diém danh gia nhu
sau:

Tong diém binh quan nhu cau i thudc loai nhu cau j

bij=
Tong sd phiéu khao sat.

Tir két qua khao sat nhu cau, nha quan 1y danh gia hién trang nhu cau
va tong hop nhu cau tir d6 xac dinh nhu cau nao cap thiét, nhu cau nao can wu
tién giai quyét trudc mat, nhu cau nao sau dé co cac giai phap phi hop nham
thoa min nhu cau ctia ngudi lao dong.

Trong cong ty da dang nguoi lao dong, mdi lao dong lai c6 nhu cau
khac nhau va ban than nhu ciu cta ngudi lao dong & ting thoi diém ciing
khac nhau, vi thé cong ty khong thé dap tng hét tit ca nhu cau cta ngudi lao
dong. Ma dua vao dac diém hoat dong cua cong ty, nhiing loi thé cua cong ty
va cdn ¢t vao muc tiéu, chién luoc phat trién dé dinh hudng cac bién phap tao
dong lyuc trén co so thuc té nhu cau ctia ngudi lao dong trong cong ty.

Viéc khao sat nhu cau nguoi lao dong nén dugc tién hanh dinh ky hang
nam dé c6 diéu chinh chinh sach cho phu hop, phat huy duoc hiéu quéa cong
tac tao dong luc.

Bén canh to chirc khao sat nhu cau bang bang hoi thi cac hoat dong nhur
hop giao ban dinh ky, hop thu gop y.... Pé tim hiéu nhu cau, tAm tu nguyen
vong cua can bo nhan vién.

Sau khi khao sat nhu cau nguoi lao dong, cong ty can thiét ké va lyua

chon bién phap tao dong luc cu thé phu hop.
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3.2.2. Hoan thi¢n chinh sdach lwong thwong.

Cong ty da xay dung chinh sach tién luong tién thuéng cao hon mirc
quy dinh cua phap luat, ddm bdo duogc sy canh tranh véi cac cong ty khac
cung nganh nghé. Tuy nhién viéc phan phéi tién luong tién thudéng lai chua
hop 1y, chua luong héa do luong duge cac tiéu chi dé phan phdi, do d6 con
chua tao dugc su cong bang trong cong tac tién lwong tién thudng.

Pé cong tac tién lwong, tién thuong dat hiéu qua, dam bao cong bang,
chinh x4ac, tac gia dé xuat mot s6 giai phap sau:

e Xay dyng ban mo ta cong viéc mot cach chinh xac véi tung chirc
danh cong viéc: Can xay dung ban md ta cong viéc phu hop véi nang luc va
kha ning, chuyén mon ctia ngudi lao dong dap tmg dugc yéu cau cua cong
viéc do, tir d6 ting budc hop 1y hoa vé phan coéng bd tri lao dong cho ding
ngudi ding viée dé nguoi lao dong nhan biét dugce cong viée cu thé ho phai
lam, hoan thanh tbt va tao dong luc cho ho 1am viéc.

e Ting cudng boi dudng va nang cao trinh d6 chuyén mén ciia cac can
b0 phu trach hoat dong tién lvong :Trinh d0 chuyén mon cta cac can b phu
trach tién luong can khong ngimg trau doi, hoan thién dé phu hop véi sy phat
triéun va doi méi co thé xay dung duge mot quy ché tra luong chinh xac, hop
1y va dat hiéu qua cao.

e Tra luong theo phuong phap 3P dé khic phuc han ché trong viéc chi
tra luong hién nay 1a NLD lam viéc lau nim hudng luong thap hon NLP
tuyén dung méi. Luong 3P 1a phuong phap tinh toan tién luong duwa trén 3
yéu to vi tri cong viée (P1), nang lyc twong ung ngudi dam nhiém vi tri cong
viéc (P2) va theo két qua dat duoc (P3). Tinh luong theo hé théng luong 3P
1a phuong phép tinh lwong phan anh ding gia tri ciia nhan vién. Tir d6, khac
phuc duoc han ché trong cong tac tién lwong tai cong ty nhu tac gia da trinh

bay ¢ chuong 2. Qui trinh thyc hién trd lvong theo phuong phéap 3P nhu sau:
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- Budc 1: Thiét ké luong P1

O budc ndy can xac dinh va chuan hoa co ciu vé to chic voi timg vi tri
c6 md ta cu thé:

Xéc dinh chién lugc cta cong ty, chuin héa co cau t6 chic phan chia
cép bac, chuc nang va nhiém vu cu thé tung phong ban.

Chuan hoa hé théng chirc danh, xdy dung ban md ta cong viéc kém
theo yéu cau, muc luong thuong, ché do dai ng0 theo tung vi tri, chuc vu.

Xac dinh duogc cap bac lwong va dai lwong cta céc vi tri chirc danh xay
dung khung luong P1 hop 1y.

- Budc 2: Xay dung khung nang luc va danh gia nang luc ca nhan.

Xay dung day du vé khung ning lyc va danh gia nang luc ci nhan gom:

+ Xay dung tir dién nang luc

+ Xay dung khung nang lyc cho céc vi tri

+ Danh gid ndng lyc ca nhan theo khung nang lyc cua vi tri

Tong hop két qua danh gia, 1am dau vao cho ké hoach dao tao, chién
lugc nhan su va tra luong 3P. Két qua danh gia ning lyc ca nhan dugc sir
dung dé xac dinh bac luong cta nhan vién trong khung luong theo quy dinh
ctia quy ché luong.

Murc luong & khung nay dya vao kha ning dap tng yéu cau ning luc
ctia moi vi tri cong viéc véi cac tidu chi nhu k¥ ning, thai do, ning luc kién
thic. ..

- Budc 3: Xay dung KPI va danh gia két qua thuc hién cong viéc(P3).

+ Thiét ké ban d6 chién lugc

+ Xay dung cong cu quan tri hiéu suat cho cong ty

+ Phan b va xay dung KPI cac bd phan

+ Phan b6 va xay dung KPI cho cac vi tri chil chdt

+ Xay dung quy ché danh gia két qua
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O luwong P3 gia trj s& thay ddi theo thang khi tinh lwong cho nguoi lao
dong. Hé sd nhan twong tmg voi két qua lam viéc.

Hoan thanh 96 — 100% KPI c4 nhan thi hé s6 nhan cua luong 14 2

Hoan thanh 90 — 95% KPI c4 nhan thi hé s6 nhan cta luong 13 1.5

Hoan thanh 80 — 89% KPI c4 nhan thi hé s6 nhan cia luong 1a 1

Hoan thanh duéi 80% KPI ¢4 nhan thi hé s6 nhan cta lwong 13 0

- Budc 4: Xay dung hé thong khung, bac luong va quy ché luong

Sau khi da xac dinh va hoan thanh dugc 3 budc trén, can thuc hién thiét
ké hé thong luong theo phuong phap 3P gom cac cong viéc sau:

+ Lén ké hoach va xay dung bo tiéu chuan danh gid vé gia tri cong
viéc.

+ Thiét lap hé thong vé khung va bac luong.

+ Xay dung hoan chinh cac quy ché luong thuong.Bude 5: Ap dung va
chinh stra

- Buéc 5: Trién khai va diéu chinh

+ Xép bac luong cho céc ca nhan

+ Lap bang tinh minh hoa cho sir dung quy luong va quy ché luong

+ Hoan thién quy ché luong

Hop thong nhét va ban hanh quy ché luong. Sau khi ban hanh quy ché
lvong mdi, Phong Nhén sy phai tinh toan tién lwong ctia nhan vién theo quy
ché va hé thong méi, dong thoi tinh luong thang dau tién sau khi ap dung quy
ché.
3.2.3.C4c gidi phap kich thich tinh than
3.2.3.1 Hoan thién danh gia thuc hién cong viéc.

*Co 56 dé xudt:

Thuc trang phan phéi tién luong tién thudng chua hop 1y nguyén nhan

Xuat phét tir cong tac danh gia thuc hién cong viéc cua ngudi lao dong. Viéc
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danh gia con so sai, chung chung va cam tinh. Chinh vi thé dé nguoi 1anh dao
dua ra cac quyét dinh chinh xac, dam bao cdng bang trong ddi xir gitra nhitng
nguoi lao dong doi hoi hé thong danh gia phai duoc thiét ké mot cach khoa
hoc, céc tiéu thirc danh gia phai day du, cu thé, phuong phap danh gia hop ly.
*Noi dung va phwong phap thuc hién:

Buoc 1: Xac dinh rd muc tiéu danh gia.

Muc tiéu ctia danh gia c6 vi tri rat quan trong, vi muyc tiéu danh gia s&
quyét dinh toan bo hé théng danh gia, tir viéc xay dung cac chi tiéu, tiéu
chuan danh gia dén hé thong thong tin phan hoi két qua danh gia.

Muc tiéu kinh té: dung két qua danh gia dé tra luong, thudng. ..

Muc tiéu hanh chinh: thang tién, thuyén chuyén, sa thai NLD

Muc tiéu dao tao: so sanh cac kién thic, ki nang giira yéu cau va

thuc té, nham phat hién ra nhitng nhu cau can duoc bd sung dé tir d6 xay
dung ké hoach dao tao va phat trién nguén nhan luc

MJ3i mét muc tiéu néu trén s& chi phdi toan bo hé théng danh gia (tur
xéac dinh cac chi tiéu, tiéu chuan dén do luong két qua, lya chon phuong phap
danh gia v.v...)

Buoc 2: Xay dung tiéu chi danh gida

Tiéu chi danh gia d6i vai mdi chac danh 1a tir 3 — 10 tiéu chi. Mdi tiéu
chi chirc danh phai dugc xac dinh trong sé twong tng. Trong sé caa mdi tiéu
chi do Phong nhan su, Quan Iy cac bo phan, quan 1y truc tiép 1ap ra va phai
dugc Tong giam déc duyét. Bang tiéu chi danh gia cho mdi chirc danh dugc

xac dinh theo mau:
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Stt | Tiéu chi danh gia Tro |Piém |Téng | Dién giai
ng |15 |cong
s0

1 | Kién thic chuy@n mén 60%

2 | K¥ nang sir dung phan mém | 20%

3 | Ky ning lam viéc nhom 20%

Téng cong A B

Xép loai: C=B/A

Tiéu chi danh gia két qua cong viéc:

- Danh gia theo chi tiéu la viéc ap dit chi tiéu cho mdi chirc danh trong

mét thoi gian nhat dinh. Céc chi tiéu nhu khéi luong cdng viéc, chat luong,

tién 46, chi s6 khach hang....Viéc danh gia theo chi tiéu duoc tap hop vao cudi

mai thang.

Mtrc dat chi tiéu dugc phan theo bang sau:

Stt | Mirc do hoan thanh

Piém | Ghi cha

1 A <60 % 1
2 |70% >A>= 60% 2
3 |180% >A>= 70% 3
4 190% >A>= 80% 4
5 100> A>= 90 % 5

- Danh gia cac ti€u chi chung:

Céc tiéu chi danh gia chung bao gém: thai do, su phdi hop, thuc hién

noi quy, khac. Cac tiéu chi nay ap dung cho moi chic danh cdng viéc, noi

dung cu thé nhu sau:
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+ Thai do: ddi véi cac cong viéc tiép xdc voi khach hang thi thai do
chiém vi tri rat quan trong trong hiéu qua céng viéc caa chirc danh d6. Thai
d6 thé hién qua su quan tim chiam soc khach hang, qua cach thuc giao tiép, su
quan tim dén cong viéc...

+Su phdi hop: Tt ca cac chic danh déu phai c6 sy phéi hop 13n nhau,
nhung trong sb cua sy phdi hop cd thé khac nhau giira cac chic danh va cé
thé thay d6i theo ting thoi ky. Su phdi hop thé hién qua: sy khiéu nai caa bo
phan khac, cua di tac, cta quan 1y ddi véi chic danh d6 thé hién qua: su
phan hoi, su gitp dd, sy cong tac trong cong viéc.

+ Panh gia vé ndi quy: 1a danh gia vé tat ca cac quy dinh trong noi quy
chung cua cong ty, ndi quy cua tirng bd phan, qua cac quy ché, qua cac quy
dinh vé béo céo, ké hoach...

+ Céc yéu t6 khong thé quy vé danh gia két qua cdng viéc, thai do, su
hop tac, noi quy thi s& duoc chuyén vao phan cac tiéu chi khac.

Buwoc 3 .Phuwong phap danh gia

Phuong phap danh gia phu hop nhat d6i véi cong ty hién nay 1a phuong
phap thang do danh gia do hoa. Theo phuong phap nay, trong bang liét ké
nhitng diém chinh yéu theo yéu cau caa cong viéc nhu chat luong, sé luong
cong viéc... va sap xép thir ty theo danh gia thuc hién cong viéc tir mac kém
nhat dén xuat sic, hodc theo cac thang diém. Mdi nhan vién s& dugc cho diém
phU hop véi mic d6 thuc hién ting diém chinh theo yéu cau cta cong viéc.
Sau d6 tong hop lai, dua ra danh gia chung vé tinh hinh thuc hién cong viéc
caa nhan vién. Viéc danh gia sé do 2 nguoi thuc hién d6 chinh 1a ban than
nguoi lao dong tu danh gia vé két qua thuc hién céng viéc caa minh va nguoi
lanh dao tryc tiép danh gia

Buéc 4. Tong hop danh gid
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- Phong nhan sy chiu trach nhiém tong hop cac bang danh gia theo chi
tiéu, bang danh gia theo linh vuc, cac bang diém cong. Sau dé chuyén lai cho
quan Iy cac b phan xem, Ky nhan, sau d6 chuyén toan bo hd so cho cap co
tham quyén phé duyét.Sau khi phé duyét, phong nhan sy nhan két qua danh
gia lam can cir tinh lvong, thudng cho nhén vién.

Dé cong tac danh gia thuc hién cong viéc dugc hiéu qua va thanh cong
Cong ty can cha y dén cac van dé sau:

+Tién hanh danh gia viéc thuc hién cong viéc thuong xuyén..

+ Quan ly tryc tiép can thé hién ho 1a ngudoi hiéu biét, quan tam dén
cdng viéc cta nhan vién duoc danh gia. Giita ho va nhan vién can cé su nhat
tri vé nhitng trach nhiém chinh can thyc hién trong cong viéc.

+ Can bo nhan su can phéi hop véi quan 1y truc tiép va nguoi lao dong,
dé nghi ho ciing tham gia vao viéc hoach dinh cong viéc, 1am co s& cho viéc
danh gia t6t hon, nham loai trir nhitng sira doi trong viéc danh gia.

+ Pao tao, huan luyén can bo nhan sy trong cong tac danh gia thuc hién
cbng viéc cua nguoi lao dong mot cach khoa hoc, c6 bai ban.

Viéc 1am cho céan bo quan Iy truc tiép va nhan vién tin tuéng vao viéc
danh gia thuc hién cdng viéc 1a cdng bang va ho tich cuc, chu dong tham gia
vao qua trinh danh gia 1a mot bién phap dé nang cao hiéu qua danh gia thuc
hién cong viéc.
3.2.3.2.Hoan thién céng tac dao tao va phdt trién nguén nhén luc.

Hién nay cong ty chua c6 phong dao tao hodac can by chuyén trach phu
trach cong tac dao tao. Viéc dao tao chi dang ¢ dao tao hoi nhap do gidm ddc
khéi nhan su phu trach.

Cong ty dd ban hanh quy ché dio tao va trién khai cong tac ddo tao
trong cong ty tuy nhién théng qua két qua khao sat nguoi lao dong cho thay

rat dong nhan vién cho rang ho khong cam thay hao hung, vui vé va ky vong
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thu duoc nhiéu kién thic tir chuong trinh hoc cho hoc vién. Diéu nay Xuét
phat tr vi¢c xac dinh nhu cdu ddo tao va lya chon ddi tuong dao tao va nodi
dung dao tao chua hop ly phu thudc vao cam tinh ctiia nguodi quan ly nén
khong mang lai hi¢u qua dao tao.

Pong thoi cong ty chua st dung hop 1y nhéan luc sau dao tao, dan dén
lang phi ngan sach, thoi gian va giam dong luc lao dong. Chinh vi vdy can
thiét phai c6 cac bién phap nham hoan thién cong tac dao tao va phat trién
nguén nhan lyc dat hi¢u qua.

* Nhu cau dao tao hién nay duoc xac dinh bﬁng cach truéng don vi xac
dinh va danh gia nhu cau dao tao cla ting can bo nhan vién. Nhu cau dao tao
dugc xac dinh can clr vao yéu cau, tiéu chuan hoan thanh cong viéc va ning
luc thuc té cia CBNV hién tai, nham huéng dan CBNV thyc hién ding yéu
cau quy dinh hodc dao tao tiép can cong nghé maé1 hodc nang cao trinh do k¥
nang cuia nhan vién. C6 nghia nhu cau dao tao con duoc xac dinh mot cach
chung chung.

Do d6 cong ty can c6 cin cir xac dinh nhu cu cy thé gom:

+ Dua trén muc tiéu va chién lugc phat trién cua cong ty, xac dinh
trong nam ké hoach phai dao tao thém nhiing kién thtrc va k¥ ning gi dé dat
duoc muc tiéu va chién luoc phat trién d6. Can sép xép danh sach can dao tao
theo thtr tu vu tién, CBNV can dao tao bod sung dé thuc hién tot cong viéc
dugc giao can wu tién dao tao trudc, con nodi dung dao tao chu yéu phuc vu
cho dinh hudng phat trién trong tuwong lai thi dao tao sau.

+ So sanh kién thirc va k¥ nang thuc té ctia nguoi lao dong véi nhiing
yéu cau kién thtrc, k§ nang cua cong viée tir d6 xac dinh nguoi lao dong da
dat duoc gi, con thiéu hut gi can phai cai thién thong qua dao tao. Pua nhiing

ngudi thiéu kién thire va k¥ nang can thiét vao danh sach dao tao.
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Pé x4c dinh nhu ciu dao tao dua trén két qua so sanh gitra trinh do, k¥
nang hién c6 cua ngudi lao dong véi yéu cau cong viée thi cong ty can thuc
hién qua cac budoc:

- Bude 1: Xac dinh céc kién thirc, k¥ ndng can thiét dé thuc hién cong
viéc. Can ctr vao bang yéu cau cong viéc dbi véi nguoi thuc hién, tham khao
¥ kién quan 1y ciing nhu chinh ban than nguoi lao dong.

- Budc 2: Xac dinh mire d6 yéu ciu cia timg kién thirc, k¥ nang thong
qua diém danh gia. Panh gia kha ning dap tng cac yéu cau vé kién thic va
k¥ nang ciia nguoi lao dong theo tiéu chi trén thé hién bang diém sb.

- Budc 3: két qua so sanh gitra ning luc thuc té va nang luc can thiét
s& cho thdy nguoi lao dong con yéu ¢ k¥ ning, kién thic ndo, tir d6 xac dinh
dugc nhu cau can dao tao 1a gi va dao tao ¢ dau

e Xay dung ti€u chuén luya chon d6i tuong dao tao mot cach chinh xac
va cong béng dua trén co s&: Muc tiéu va ndi dung khoéa hoc tirc nguoi duoc
Itra chon di dao tao la ngudi dang c6 nhu cau can dao tao vé céc kién thuc ky
nang ma khoa hoc cung cap dé phuc vu cho cdng viéc.Nguoi lao dong co két
qua lam viéc chua dat yéu cau chua dap ung dugc yéu cau cong viéc do thiéu
hut céc kién thirc, ki ning ma co thé bu dip thong qua khoa dao tao nham cai
thién két qua l1am viéc cta ho. Nguoi lao déng c6 nhu cau nguyén vong hoc
tap ma két qua khoa hoc c6 tac dung mang lai hiéu qua tot cho cong ty.

e Su dung hop 1y nhan lyc sau dao tao

Nang luc thuc hién cdng viéc cua nguoi lao dong sé tang sau dao tao Vi
vay can sir dung nang luc dung luc dung chd nham phat huy hiéu qua mang
lai loi ich cho cong ty. Bdng thai viéc st dung c6 hiéu qua nhan luc sau dao
tao s& 1am cho muc d6 hai long d6i vai cong viéc cua nguoi lao dong ting 1én
vi diéu d6 giup ho phat huy duoc céc kha ning, tiém ning cua minh, c6 diéu

kién &p dung kién thirc vao thuc té thuc hién cong viéc. Giam ti 1& bo viéc va
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ting ning suat lao dong. Cong ty can tao co hoi cho ngudi lao ddng ap dung
c4c kién thuc, k§ nang da hoc vao thyc té bai qua trinh hoc ngudi lao dong méi
chi nam kién thizc vé mat Iy thuyét can dugc thuc hanh trong cdng viéc thi viéc
dao tao mai o gia tri .

Kién thic va ki ning ctia ngudi lao dong dugc ting 1én sau qua trinh
dao tao nén cdng ty can ma rong cdng viéc cho ngudi lao dong, ngodi cong
viéc hién tai thi thém céc cong viéc ma ngudi lao dong c6 thé dam nhan thém
do d3 duogc dao tao. CONg ty can trao dan quyén ty chu cho ngudi lao dong da
duogc ddo tao giai quyét cong viéc; qua d6 thé hién su tin tuong cua cong ty voi
ngudi lao dong, gilp ho phat huy duogc kién thic ki nang da hoc, tao dong luc
tinh than cho ngudi lao dong. Khi giao thém cong viéc cho ngudi lao dong thi
lanh dao can phai dong vién khuyén khich nguoi lao dong tu tin 1am viéc dong
thoi khen ngoi kip thoi khi CBNV dat dugc thanh tuu ¢ nhiém vu méi thém
gitp kich thich tinh than cua ngudi lao dong. Sau khi dugc md rong thém
nhiém vu, gia ting ning suat lao dong va hiéu qua cong viéc thi can ting thu
lao lao dong xung dang voi trinh do méi va két qua thuc hién cong viéc cai
thién sau dao tao nham giir chan ngudi lao dong.

Chinh vi vay xay dung ké hoach dao tao hang nim phai gan lién véi ké
hoach str dung nhén luc sau dao tao maéi phat huy dugc hiéu qua ctaa cong tac
dao tao trong cong ty.
3.2.3.3. Xdy dung 16 trinh thing tién cd nhan.

Nhu chuwong 2 da dé cap, hién cong ty chua c6 16 trinh thing tién ca
nhan cho CBNV dan dén nhan vién lam viéc khong c6 muc tiéu phén dAu,
tinh trang nghi viéc phd bién, 1am giam dong luc lao dong. Vi vay, Cong ty
can xay dung 16 trinh thing tién rd rang nham giam ti 1& nghi viéc, thu hit va

gitr chan nhan tai, cai thién hiéu suat 1am viéc cua nhan vién.
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Téc gia dé xuat xay dung 16 trinh thing tién c4 nhan qua 5 budc nhu
sau:

- Budc 1: Tao bo khung vé 16 trinh thang tién

Day 1a cach don gian nhat dé nhan vién nhin thiy duoc tiém ning phat
trién kha niang caa minh trong doanh nghiép.

- Budc 2: M0 ta cdng viéc cua ting vi tri trong 16 trinh

O budc nay can phai md ta cac yéu cau chi tiét cho tung vi tri céng viéc
nhu cac k¥ nang, nhiém vu can 1am, cac yéu cau co ban... Ngoai ra, ban ciing
c6 thé thém cac théng sé k¥ thuat chi tiét hon cho tirng chac vu nhu KPI, giay
phép, ching chi, trinh d6 ngoai ngtr...

- Budc 3: Xac dinh chuan muc hiéu suat

Véi budc ndy, can xac dinh chuan muc hiéu suat mong doi cho tirng vi
tri cong viéc cu thé. Can c vao Kkét qua cong viéc cia cac nhan vién hang
dau cong ty va lay do6 lam chuan myc chung cho cac cong viéc khac.

- Budc 4: Két hop phat trién véi dao tao nhan vién

Pay 1a budc cudi cung dé xay dung 16 trinh nghé nghiép hiéu qua. Dé
nang cao chat luong d6i ngii nhan vién, nén két hop véi cac chuong trinh dao
tao dinh ky nhu dao tao ldnh dao, ddo tao da chirc nang, hoi nhap quéc té...
Ngoai ra, doanh nghiép ciing can linh hoat to chirc cac chuong trinh giup
nang cao cac ky nang mém cho nhan vién..

- Budc 5: Trién khai thuc hién

O budc cudi cuing ndy can thyc hién xay dung quy trinh thing tién cu

thé gdom:
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Tham
dinh

|

Hiéu suit cong viéc (60%) + PV (40%) 03 thang (phu cdp)

Hinh 2.10 So' @ quy trinh thing tién

Xac dinh vi tri can st dung, thong bao truyén thong dén toan thé can bd
nhan vién dé moi nguoi tmg ctr va dé ctr. Trén co sd Gng cir va dé cur cua
nhan vién, Phong Nhan sy phéi hop phong ban lién quan tién hanh tham dinh
Iwra chon nguoi phit hop vao vi tri bang cach cin ctr vao hiéu suat cong cong
nguoi d6 da thuc hién (chiém 60%) cong voi phong véan truc tiép (chiém
40%). Khi lya chon dugc nhan su hop 1y thi tién hanh thu tuc tht viée & vi tri
moi, thot gian thir viée 1a 03 thang, ngoai ché d6 tién lwong hi¢n hudéng & vi
tri ¢l ngudi d6 dang nhan thi dugc cong thém 03 thang phu cap cho vi tri
moi. Két thuc thir viée, néu ngudi lao dong dat yéu cau cong ty ra quyét dinh
thang churc chinh thirc cho nguo1 lao dong.

V6i 16 trinh thang tién d& khuyén khich ngudi lao dong hdy lam tét hon
nita c6ng viéc minh dang lam va ciing 13 dé cho nhitng ngudi con lai noi theo,
nhan thay rang cong ty sin sang thing tién cho nhitng ai 1am viéc tét, hiéu
qua nham khich I¢ nguoi lao dong phat huy hon nita kha nang ciia minh, vira
tao diéu kién cho nhimg nguoi lao dong khac biét va cé gang phan dau dé co

thé co dugc vi tri tot hon trong cong viéc
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KET LUAN

Dé thu hat nhan tai, duy tri va phat trién doi ngii lao dong dic biét doi
ngil lao dong chat luong cao, ning cao ning suat lao dong ludn 1a méi quan
tam hang dau cua cac doanh nghiép thi céng tac tao dong luc lao dong dong vai
trd quan trong hang dau. Do ciing chinh 1a ndi dung nghién ctiu cua tac gia,
trong luan van tac gia da :

Chuong 1, luan van da hé théng hoa ly thuyét vé tao dong luc, 1am rd
cac van dé lién quan téi hoat dong tao dong luc trong doanh nghiép.

Chuong 2, luan vin da tién hanh nghién ctru hé thong nhu ciu cua
nguoi lao dong; cac cong cu vat chit nhu tién luong, tién thudng, phuc loi;
cac cong cu phi vat chit nhu dao tao, thang tién anh huong t61 dong luc lam
viéc cua nguoi lao dong. Tur d6 lam rd cac két qua dat duoc, cac han ché va
nguyén nhan han ché.

Chuong 3, Xuét phat tir cac han ché dugc phén tich & chuong 2, tic gia
dé xuét mot sb gidi phap cu thé hoan thién hoat dong tao dong luc tai CTG
nhu: x4c dinh nhu cau cua nguoi lao dong, kich thich vat chét, kich thich tinh
than, cong tac dao tao, 10 trinh thang tién, déy manh phat trién van hoa doanh
nghiép.

Luan van da co6 su van dung cac ly luan khoa hoc co ban vao thuc tién
tao dong luc lao dong tai cong ty dé dua ra cac kién nghi. Nhitng phan tich va
giai phap dua ra phan nao co tac dung cho Cong ty, gilp Cong ty co6 thé khac
phuc nhiing ton tai dang gap phai.
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PHU LUC

Phu luc 1: BANG HOI KHAO SAT NGUOI LAO PONG LAM VIEC TAl
CONG TY CO PHAN TAP POAN PIA OC CAT TUONG

PHAN 1: GIGI THIEU

Xin chao cac anh/ch;!

Toi tén 1a Nguyén Th; Thanh Huyén, hién 1a hoc vién cao hoc khoa Quadn tri nhan luc
— Truong dai hoc Lao Pong — X& hoi”. Hién t6i dang thuc hién nghién ciru dé tai lugn
van thac sp: “Tao déng lwc 1am viéc tai cong ty cé phan Tdp dodn dia éc¢ Cat Twong

” t6i rat han hanh va biét on khi dwoc moi Quy anh/ch; 1a nhan vién Cong ty tham
gia cho biét y kién vé dé tai trén. Anh/Chij vui long cho biét ¥ kién ciia minh qua nhiing
cdu héi dwdi ddy bang cdch khoanh tron vao 6 thich hop, méi cau héi chi chon mot
phwong an tra 167 duy nhdt
Xin luu y rang: Khéng c6 cau trd loi ndo diing hodc sai, tat ca cac cau cu trd loi cua
anh/ch;j déu c6 gia trj nghién cizu cho dé tai.

Va t6i xin cam doan: Moi thong tin c&c anh chj cung cdp sé diroc bao mdt tuyér doi va
chi dung vao muc dich nghién cuu.

Néu cé diéu gi chwa ré, anh chi vui 10ng lién hé:

Nguyén Thj Thanh Huyén- BT: 0385.196.596 dé duwoc gidi dép.

Rat mong nhdn dwoc diroc si hop tac chan tinh tr Quy anh/ch; !

PHAN II: THONG TIN NGUOI PUQC KHAO SAT
Xin anh chi cho biét @i nét vé ban than.
1. Gigitinh:
a) Nam b) N
2. Anh/ chi dang thudc nhom tuoi:
a)Dugi 30 b) Tw31-40tudi ¢)Tir41-50 tudi  d) Tir 51-60 tuoi
3. Trinh @9 hoc van
a) Tiéu hoc- THCS b) PTTH ¢) Trung cap
¢) Cao dang d) bai hoc ¢) Sau dai hoc
4. Tham nién lam vigc tai cong ty ciaa anh chi la:

a. Dudi 01 nam b. Tu 01- dudi 03 nam




c. T 03- 05 nam

5. Muc thu nhap hién tai caa anh chi trong khoang:

a. Dudi 10 triéu

b. Tur 10-20 triéu

c. Tir <20 dén <50 triu
d. Trén 50 triéu

6. CAp bac hién tai cia anh chi

a. Nhan vién / Chuyén vién

PHAN I11: NQOI DUNG KHAO SAT.

A- Khio sat nhu cau ngudi lao dong

d. Trén 05 nam

b. Quan ly

Anh/chi vui long dénh gid mirc do dong ¥ v6i cac phat biéu vé nhu cau ciia anh chi

khi 1am viéc tai cong ty bang cach danh dau X vao phuong an thich hop: 5 1a quan

trong nhat 1 1a it quan trong nhat).

(10 12 mirc diém danh gia cao nhit hodc quan trong nhat; mirc d6 quan trong

giam dan cho t6i 1).

Stt | Nhu cau Mirc dd
1 Tién luong 5 6 7 BpP 10
2 Tién thudng va phic loi
Danh gia thyc hién cong viéc chinh
’ X&c
4 Moi truong lam viéc
5 Co hoi hoc tap nang cao trinh do
6 Quan hé dong nghiép t6t
7 Co hoi thing tién
8 Phong cach lanh dao va quan ly
9 Phan cong cong viéc hop ly
10 Tu chu trong cong viéc




B-Anh/ Chi hiy thé hién quan diém ciia minh bing cach danh ddu (X) vao 6

thich hop:
Hoan toan . . Hoan toan
. Khong dong y Binh thuong Dong y .
khong dong v dong y
1 2 3 4 5
Mirc do
STT Noi dung
1 2 3 4 5

1. Tién lwong

1 Panh gia vé mirc lwong va cach tinh
lvong hi¢n tai

2 Thoi gian chi tra lwong hién tai
Tién lwong dugc chi tra trong xing

3 v6i cong suc va két qua hoan thanh
cong viéc.

4 Mirc thu nhap tai cong ty ludn tét hon
cac cong ty khac cung nganh.
Duoc nang luong dung thoi han theo

5 qui dinh

5 Anh chi cho biét y kién cu thé vé van
de tién luong ( néu co)

2. Tién thuéng

1 Tiéu chuan xét thuong cu thé, rd rang,
' hop ly
9 Miurc thuong hop 1y va c6 tac dung
khuyén khich
3 Viéc binh chon, danh gia, xét thuong
coéng khai, nghiém tic
4 Hinh thirc thudng da dang, hop 1y




3. Phic loi

Ché do phuc loi ciia cong ty so voi

1 cong ty khac cung nganh?
2 Sy cong bang trong chi tra phuc loi
gitra cac nhan vién
3 Thoi diém chi tra phic loi
4 Céc ché do phuc loi hop 1y
4. Danh gia thuc hién cong viéc
1 Hinh thirc danh gia
2 Tiéu chi danh giad
3 Phuong phép dénh gia
4 Két qua danh gia

5. Pao tao va phat trién

Anh chi luén hao hing vui ve ky vong
thu hoach nhiéu kién thure khi tham gia
cac chuong trinh dao tao

Cong ty ludn tao diéu kién, khuyén
khich céc anh chi hoc tap, nang cao
trinh d6 chuyén mon.

Kién thirc, k¥ nang duoc dao tao giup
ich cho cong viéc hién tai va tuong lai
tai cong ty.

Cong ty thudng xuyén to chic cac
budi dao tao ndi b va bén ngoai cho
nhan vién

5

Cong ty c6 chinh sach, ndi qui rd rang
va dam bdo cong bang trong viéc dao
tao doi voi nhan vién.

6. L trinh thing tién ca nhan

1

Co hoi thing tién hién tai

Thing tién dam bao cong bang




3

Y kién khac(néu co)

7. Phong

cach lanh dao cia cap trén

Cap trén ludn binh dang, khong thién
vi, sin sang hd tro va tao diéu kién dé
anh chi hoan thanh cong viéc

Cép trén truc tiép biét quan tim, lang
nghe, dong vién nhan vién va biét chiu
trach nhi¢m vé quyét dinh cua minh.

Cap trén truc tiép bao vé quyén loi hop
ly cho anh chi. Anh chi c6 thé trao doi
bat ky van dé gi voi cap trén tryc ti€p.

Anh chi lu6n nhén dugc sy giup do,
hudng dan clia cap trén khi can thiét.
Dugc cap trén truc tlep tin cay va ton
trong

8. Tinh sang tao, tich cuwc trong cong viéc

Toi ludn sin sang chi dong nhiét tinh

1 e A A ; A
vGi1 cong viéc dugc giao thém

5 T6i luon dap trng moi ky cong tac theo
ké hoach hoac dot xuat

3 TOi c6 chu dong tim ra qui trinh lam

viéc hiéu qua va nhanh hon

9. Ning suit chit lwrong va hiéu qua trong cong viéc.

T6i luén hoa thanh dang cong viéc yéu
cau voi thoi han chuan xac va hiéu qua
Ccao

T6i hoan thanh cong viée vuot tién do

10. Mirc @9 gian bé ciia nhén vién véi doanh nghié

1

T6i s& chuyén cong ty néu ché do dai
ngd o cty khac tot hon

TOi ludn tin twdng vao ban lanh dao
cua minh

T6i s& tiép tuc gan bo v6i cong ty lau
dai




11. Milrc d§ hai long, théa man cua ngudi lao dong

1 TQi hai long véi vi tri cong viée hién
tai

5 T6i hai long véi tién lwong va khoan
phtc lgi ciia minh

3 T6i cam thay thoa man véi ché do dai
ngd cua cong ty

4 Y kién khac( néu c6)

Va cugi ciing, T6i xin chan thanh cdm on sur hé tro nhiét tinh cia Anh/chi.
Xin chic Quy Anh/chi cung véi gia dinh luén khée manh,
thanh cong va hanh phdc.




Phu luc 2: Mau phiéu hrong

Ho & tén: Nguyén Kim Biru

Chikc vu: Nhin vién Tai xé

PHIEU LUGNG THANG 7
(Thing 07/2022)

Mi NV: CTG-0119
Bon vi: Phong Hanh chinh

£

Niji dung

4 tien

Tién lromg thia thuin

11,500,000

Ngay cong thye #:22 g3y

11,500,000

‘Tien luomg necéi i

Tang ca 130%:  gio

Téng ca 200%: 0 ma

Tang ca 300%: 0 gio

Phu cap/ho tro

Phu cap com

990,000

Cdng tic phi

Tikn g xe

Hotro taixg

1,500,000

Hotro thué nha &

Phu cap'ha tro khae chiu thué

e e | e |we |ra = e | o e |ba] — |-

Phy cap'hd trg khae khing chin thue

Tién thwing

Chi hd trg

Thwong KPL

Thudng sith nhit

Thirdng Thim nién

Thwdng khac (Gigi thigo néi bd/thwomg khac)

Bo sung

Ho trg thém

Biéu chinh bo sung khong chiu thug

Hoan tra tién phép nim/ngay nehi b

Téng thu nhip thue té (Gross)

13,990,000

Thu nhip chin thué (& - CKMT) *

13,260,000

Cic khodn giim tri

Trich ndp BHXH bat bude (10,3%)

1.207.500

(ridm trir gia canh (Bdn thin)

11,000,000

Gidm trir gia canh (2 ngudi phu thudc)

8,300,000

Thu nhip tinh thu (F - G)

Thué thu nhip ci nhin

[t [ B | o | [ [ |t | | [ o | [ [ [ [ e [ [

Cic khodn trit khic, cu the:

-

Thir ta img (heing thing)

Trir chi phi mua Bdo Viét cho ngudi thin

Dodn phi (1%)

115,000

Thierimg gidi thigu ndi bd di nhin

L] Il el Fd

Tién lwong thie linh (E-G.1-1-J)

12,667,500

( Nguon: Phong Nhain su-CTG)



Phu luc 3: Khung lwong mot so vi tri trong cong ty

Stt Vi tri 2019 2020 2021 2022
1 Giam doc Khoi 50.000.000- |50.000.000- |110.000.000-
60.000.000 | 70.000.00 150.000.00

2 Giam dbc chirc | 40.000.000- | 50.000.000- | 60.000.000 — | 70.000.000-
nang 60.000.000 | 70.000.000 | 75.000.000 80.000.000

3 Truéng phong | 15.000.000 | 20.000.000- | 25.000.000- | 30.000.000 -
ban 25.000.000 | 40.000.000 | 45.000.000 50.000.000

4 Trudng bd 15.000.000- | 18.000.000 20.000.000 —
phan >< 25.000.000 | 35.000.000 45.000.000

5 Chuyén  vién | 10.000.000 | 11.000.000 | 12.000.000 17.000.000 —
chinh 15.000.000 | 25.000.000 | 35.000.000 45.000.000

6 Nhan vién | 7.000.000- | 8.500.000 — | 9.000.000 11.500.000 -
nghi¢p vu 10.000.000 | 14.000.000 | 15.000.000 18.000.000

7 Nhén vién | 6.500.000- | 7.000.000 8.000.000 — | 8.500.000 —
phuc vu 10.000.000 | 12.500.000 | 13.500.000 15.000.000

(Nguén: Phong NS-CTG )




Phu luc 4: Miu muc tiéu dat dwoc hang qui

l - ” i MUC TIEU DAT DU'QC HANG QUY Target Quy 11172022

Ho tén Nhan vién: Nguyén Thi Thu Hudng
Phong: HCKD
Khéi: SAD- KTLD

KET QUA PAT BUQC (%)
TY TRON 2
str MUCTIEY (TARGET) ONS 08 (94nh gié vao cusi Quy) GHI CHO
m @
3)
Hoan thanh tét cac cdng viec ma Cong ty, Ban Giam Déc,
1 Trudng phong giao phé 40%
H® trg 16t cac cong viéc vé Cap nhat san phdm, ky HENT,
2 thanh ky HD, chuyén nhugng HENT, ky gii HD 35%|
H& tro vdi cac phdng ban khac gidi dap nhimg van gé lién
quan dén <hich hang nhu: thay déi théng tin khach hang,
x&c nhan danh sach KH di céng ching, héi vé nhirng van d&
3 lién quan dén HDNT,.... 25%|
TONG CONG 100.00%!
* M&i nhéan vién sé nhan tir 1 - 3 muc tiéu hang quy. Tong ty trong cac muc tiéu 1a 100%
* Vui long dign cdt (1) va (2), ky xac nhan va gdri ban chinh vé Phéng Nhan sur trudc ngay 5/8/2022
NV nhan muc tiéu QuTT Giam déc Khai
Nguyén Thi Thu Huéong

H& Thi Ngoc My

(Nguon: Phong HCKD- CTG)



Phu luc 5: Vi du quy thwéng niam theo tirng khéi

KPIs | KPIs | Tyl¢ , Qiiy thuéng Khoi
A A i Ty 1€ theo | Ty I¢€ thiét lap
Tén cong | téng | %KPIs so ) (4)
Stt ) Qily lwong khoi | quy lwong | quy thwéng Qiiy thuwong nam
khoi vige cua v0i toan = x(3)
5. £ | oA (2) (3)=(1)*(2) 3
khéi | Kkhoi | congty (1) 2. (3)
1 | Khoi A | 100% 100% 29.7% 1.500.000.000 | 22.2% 6.59% 5.169.375.497
2 | KhoiB 73% 89% 26.4% 530.000.000 7.9% 2.07% 1.625.596.281
3 | KhoiC 48% 79% 23.4% 1.670.000.000 | 24.7% 5.80% 4.546.638.062
4 | Khéi D 23% 69% 20.5% 1.550.000.000 23% 4.7% 3.685.764.729
5 | Khoi E 50% 80% 23.7% 1.000.000.000 14.8% 3.52% 2.757.000.265
6 Khoi F | 100% 100% 29.7% 500.000.000 7.4% 2.20% 1.723.125.166
Téng cong 100% 6.750.000.000 | 100% 24.88% 19.507.500.000




Phu luc 6: Vi du mirc thwéng nim theo tirng ca nhan

KPIs ca Ty trong KPIs ca Ty trong KPIs | Ty I€ tinh S6 thang lwong
nhan-B Mikc hirong lwong nhan trong khoi lwong Mire thirimg tuwong wrng
1 100.000.000 19% 84% 7.7% 1.5% 360.290.469 3,60
2 80.000.000 15% 80% 7.3% 1.1% 274.507.024 3,43
3 80.000.000 15% 100% 9.2% 1.4% 343.133.780 4,29
4 60.000.000 11% 100% 9.2% 1.0% 145.831.856 4,29
3) 40.000.000 8% 85% 7.8% 0.6% 145.831.856 3,65
6 30.000.000 6% 100% 9.2% 0.5% 128.675.167 4,29
7 20.000.000 4% 85% 7.8% 0.3% 72.915.928 3,65
8 20.000.000 4% 50% 4.6% 0.2% 42.891.722 2,14
9 30.000.000 6% 100% 9.2% 0.5% 128.675.167 4,29
10 20.000.000 4% 85% 7.8% 0.3% 72.915.928 3,65
11 15.000.000 3% 60% 5.5% 0.2% 38.602.550 2,57
12 20.000.000 4% 85% 7.8% 0.3% 72.915.928 3,65
13 15.000.000 3% 75% 6.9% 0.2% 48.253.188 3,22

Tong 530.000.000 100.% 1089% 100% 6.6% 1.625.596.281 N/A




